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A NEW DIVISION OF LABOUR

The “projectification” of working and industrial life

Eskil Ekstedt

Introduction

A New Division of Labour is appearing in many pastghe working- and business life. The
localisation, the endurance and the borders ofrasgdons are changing. Organisations with
new forms and activity are often replacing the aes. But also many old organisations are
transforming into new forms and new activity. Therk situation of individuals is closely
linked to the form of organisation where they wdrkother words, the organisation is part of
the working life as well as the industrial life. &fges in the organisation of the industry will
consequently affect conditions in the working lifene overall argument of this paper is that
long run changes of the use of time and spacegarosations will affect working conditions
like contracts (formal and informal), health, kneddge formation and responsibility. General
trends like automation and international divisionlabour (outsourcing, off shoring) will
most likely lead to a “servicefication” of the ingtey and the industry related parts of the
European economyhe increase of service activity leads in turnhe tise of more and more
temporary solutions in organisationshe transformation to temporary organisationsjgut
organisation) and the relation between permaneahtemporary organisations must therefore
be considered when trying to understand the futfifeuropean Working Life.

! Eskil Ekstedt : Professor in Business Administnatand associate Professor in Economic History sdlap
University. eskil.ekstedt@ekhist.uu.se



It is well known that during the last few centuriésere have been great changes in terms of
what kind of products the majority of people areggayed in producing. The shift from
producing agricultural products, via industrial gwets, to producing services has been very
dramatic. For more recent years, Giertz and Lar§23000) have made an alternative division
of the Swedish labour force based on organisatioc@hpetence and market similarities
between industries. According to this division, idgrthe 1990s, there was a dramatic
reduction in job opportunities in large workplaeegaged in product manufacturing, retailing
and stationary health care, at the same time amlyria smaller workplaces, there was an
increase in local manual service production, kndg#eintensive activities, stationary care,
distance support and education. These tendenciesalsa be traced in most European
economies, even if the transformation comes eantieBweden than in almost any other
country. The traditional car factory is evidentlgcoming obsolete as a role model for the
way organisations are formed. However, it is §dlt of our way of thinking and of many

European institutions.

There is a connection between the content and taireof economic activity and the

organisation form, including the way work is orgaed. This can be illustrated for example
by the decentralisation in agriculture, the fareteag division of labour in traditional

manufacturing, and the predomination of projectaoigation in the construction sector.
Naturally, there are exceptions, but they rathexfiom the rule. The organisational form is in
turn the foundation for industrial relations in@&d sense. In modern agriculture, individuals
are often working independently and alone on aegular time basis, while in the

manufacturing sector, individuals are often invdlve only one part of a given production
process. In the construction sector, one finds tallyodifferent form of organisation;

individuals work in teams with different membersiat different locations over time. When
comparing “industrial relations” in IT and consttionn companies in England and Sweden, it
was found that the organisation forms were evigemfluenced by the activities and the
branch (Elvander & Elvander-Seim 1995). Actuallgere was a much stronger relation
between workplace relations and branch charadterighan between specific characteristics

of Swedish and English national systems of indalstelations.

The question is to determine what shifts of di@tdithat are going to have a profound effect

on working life. In the general debate, there im@dencyto overvalue certain short-term



signs, at the same time as other long-term tenésratie being undervaluedt the end of the

1990s, the attention the so-called New Economyivedewas almost hysterical, at the same
time as the long-term automation of the industig@® made headlines. However, the latter
has had profound consequences both regarding nuofbemployees and regarding the

performance of the work, i.e. from physical to sus®ry work.

To understand what is taking place we have to fookhew models. An important book that
describes the development of the late 20th censufyhe second industrial divide” by Piore
& Sabel (1984). The book describes the first divadehe transfer from manual production to
mass production, which took place around the previtmrn of century in the United States
and somewhat later in Europe. Persons like Taytard and Fayol have come to be
associated with this dramatic transformation. Noseeond “divide” seems to be at hand. The
indifference of mass production to the increasingigre complicated variations of what
people and other companies demand becomes appai@m.& Sabel see "the Third Italy’s”
model for "flexible specialisation” as a system twaling with this. The well-organised co-
operation (the Italian industrial districts arerf@lly sanctioned by the State) allows small
companies to keep up with the competition in imgatrtand demanding market segments. In
many cases, advanced design and rapid adaptatiomstomer demands can beat high-tech
mass production. When Castells (1996) approximaéebecade later tried to describe the
organisation of the production system in what Hés ¢he network society, it is still Piore &
Sabel who are the main source (whose researchringiased on Italian researchers such as
Brusco and Lorenzoni). The organisational transédrom has also been related to a general
idea of that we are in the middle of a “Third Inttied Revolution” (Magnusson, 1999) or at a
beginning of a “Neo—Industrial order (Ekstedt et1899). The concept “the third industrial
revolution” has bay the way lately been repeatedhgywell- known author Jeremy Rifkin
(2007).

The importance of the institutional environment foe development of the Third Italy has
gained a lot of attention. Djelic (1998) has shawat the American management ideals, of
among others divisionalised large companies, didgeb a foothold in Italy in the same way
as for example in Germany and France. Porter (1890nhe of several who have had the
Italian districts in mind when arguing for the inmamce of cluster formations for economic
development. Also Putnam (1992) started from thaghfpwhen discussing trust and the

importance of social capital for, among others,netoic development. He contrasts this with



the development in the United States, where helatea book (2000) believes he is seeing a
shrinking social capital in a society full of loggbeople. However, it should be mentioned
that the focus of these authors is not directeekctly towards working conditions.

With a starting point from a number of internatibsaurces, Zuboff (the author of In the Age
of the Smart Machine) and Maxmin (2002) mean thatrd is a decline in trust among
consumers and employees for large companies aed latige organisations, such as hospitals
and schools. The organisational and managerial faalhed "managerial capitalism”, which
once was developed to provide mass productionpisonger able to meet and satisfy the
demands of well-informed and demanding customéestsl and employees who want to have
control over their own situation and be able to ena&me of the decisions. This is underlined
by Beck ( 1992), who means that the developmenlagtdew decades has encouraged people
to demand the right to develop their own perspestiand to be able to act accordingly.
Having made a broad international comparison, algelhart (1990) made similar findings;
individuals perceive that it is increasingly moneportant to be able to influence their own

organisational situation.

Managerial capitalism was developed to meet theatiels of mass production. The product’'s
attraction on the consumer was tested by meansxitf 'mechanisms (take it or leave it) and
closer relationships with the customers were awhidthough some management literature
spoke warmly of "customer focus”. Surrounding ihgtons that regulate the companies’
transactions and the employees’ working conditi@me adapted to this main model.
Furthermore, in companies and organisations, n@nasreward systems are developed for
the management that neither employees, nor consunrepwners have insight into (in
Europe and the United States often anonymous fiortegencies). The principal-agent

problems are well illustrated by the Enron affaitusS.

The broad and classical concept ” the divisiomabbur” includes the way organisations are
related to each other as well as the internal easganof organisations. The different levels of
organising are important as we in the followinglwitgue that the traditional organisations
are challenged both from outside (clusters, neta)ods well as from the inside (projects).
The different levels are also of importance whealysing what has happened to the working
conditions in general. Even if the situation foopke in many organisations has deteriorated it

is still possible that the structural change widllghto improve the conditions for a lot of



employees as bad organisations with routine worghinbe replaced by better and more

gualitative ones.

In the following, we will discuss how tharganisations are challenged from outsiae well

as frominside and also, to some extent, how they meet the cigdle One of the main
challenges comes from the systems approach, inhvthee company, the big one as well as
the small one, is seen as part of a larger splkeegannovation system, cluster, development
block, knowledge block or networkhe other challenge involves the increasing amadint
activities that is carried out itemporary organisations - in projectén this context, the
underlying question is how these challenges wik@fworking life. When the predominant
organisational model is loosening up, what will pap with for example the sense of
belonging, identification, contracts, other typdsirstitutions, management and knowledge
formation? There are indicators pointing at thédrmal and formal contract of work will be
affected as well as knowledge formation and thdtihhemnditions for the employees. This
paper will be concluded by a discussion of how @mts, knowledge formation and health
might be affected by the new division of labour. B® able to better understand different
outcomes of work organisation change, we must hewgkst take a closer look at how the

overall organisation development looks itself.

As seen above there are a lot of tendencies aad mtedifferent levels at hand. We will try to
grasp some of the main features of the developimgstmply looking ahow time and space
are usedn organisations. We will discuss two aspectsimoet One is time as lanited and
critical resource and a second deals with the endurance of orgamsaabout the relation
betweenpermanent and temporary organisations (projectdso two perspectives of space
will be focused. The first one deals with timernational division of labour (globalisation).
What is the impact of outsourcing and off- shorifidgf other one is the system approach. In

what way are for exampldusters and networksfluencing organising?
Time
Controlling time

We start the discussion on time with the idea wietias a limited and critical resource. Of
course, the global trends, and to a certain exhait national forms of expression, described

in the previous section, have their counterpartsvorkplace level in the organisations. It is



here that Piore & Sabel’s "divide” takes place. &aV scholars have described the dominant
ways of organising production. The early modelsdioecting and controlling work, the main
organisational task, mainly had to do with prodoctiNot until after the war, or perhaps not
until the 1960s, was attention paid to the conpectbetween social and technological
systems, such as in the socio-technical schoahdnl980s, there was a great breakthrough
for Japanese management models that had proves ¢géobally competitive. Those models
that have been developed based on these conceptbsiifiron two basic principles: JIT and
TQC, which are read as Just-in-Time respectivelialTlQuality Control. Both have a long
history and both can be traced in most new condéptshave been launched, e.g. TQM that
is read as Total Quality Management, Lean Prodagcti@arning Organisations, Business
Process Reengineering, etc. Their emphasis istla titfferent and somewhat adapted to
today’s situation. Rantakyré (2004) asserts thah&\We generally call new management
concepts are, in fact, an evolutionary developneémrganization principles known for more
than hundred years”. JIT denotes, as the name tiagsdiscipline, and TQC zero-defects on
products leaving the organisation. Customer fotumikl permeate the organisation. Only if
the customer is satisfied, continued success igagteed. All operations that do not
contribute to customer satisfaction can be elineidaRemaining operations should be carried
out with total commitment (Ekstedt & Sundin 2007).

As can be seen from the presented models, these deseloped mainly for product manu-
facturing. However, there is a need for improvenand efficiency measures also in service
production organisations. During the last few desadve have seen many examples of how
variants of the presented concepts have been ¢raedfover to service production also in the
public sector. Rather often, the organisationarganisations have been combined with a
desire to reduce the size of the sector and makeri¢ “like a company”. NPM — New Public
Management — has served as a collective conce fot of the new. Also this has been

described and analysed by many scholars.

The purpose of JIT, TQC and NMP was, among othiershange both the ways of working
and the ways of looking at work. Then, how didutnt out? As often, the results appear
contradictory. Spokesmen of the models often ptegery positive pictures of a “win-win”
spirit, while others emphasise the strongly negaéffects for the employees. Perhaps both
views are true — and perhaps both are stronglygexated — considering what Rantakyr6

wrote after having finished his study on small camps: “Small companies studied have not



implemented any of the analyzed concepts and arextensively influenced by the concepts
while organizing their production.” The reason fbis is said to be that company leaders do
indeed know about the concepts, but they see rsome® apply them. It works fine anyway.
In our own studies of service production, we haaeched similar conclusions. It can be seen
as an example of active “decoupling”, practiseditiérent levels in organisations. Analogous
to those implementation studies that show diffiegltin bringing about organisational
changes, it can be asserted that production omg#ms, perhaps particularly those in service

production, "translate” new rules and conceptshso the activities are not disturbed.

But there are also signs of that the organisatimes models came to use. During the 1990s,
large companies and organisations tried to deah wheir failing attraction and falling
incomes through substantial cost savings, whichrepathers was manifested in more use of
short-term employment contracts, e.g. fixed-timepkyment and project employment
(Wikman 2002). These so-calledow road” alternatives, to increase productivity by
reducing costs, were often chosen before the mgnardic "high road” alternatives to
increase income, which means an effort to lurergelanumber of, and more demanding,
consumers by means of adapted and innovative ssrand products. To succeed with the
latter, Zuboff and Maxmin (2002) mean that also lHrge organisations must become more
relationship oriented in terms of customers and leyges and give up their narrow

transaction logic.

Some authors have tried to measure the changestractual relationships of the time use of
individuals on European level. However, the vaoiasiin concepts and definitions make such
an effort difficult. Yet, by avoiding expressiorikd “precarious” workers, project work and
“contingent” labour, and instead focusing on geheoacepts like non-permanent work and
part-time work, it is possible to come to some d¢asions about the development of formal
time contracts. In the 1980s and 1990s, there bas hn increase in part-time jobs and non-
permanent jobs. The number of non-permanent cdatiadhe EU reached a peak of 15 per
cent in the middle of the 1990s. Since then itdtabilised or even decreased (Goudswaard &
Andries 2001).



Projectification

The second aspect of time deals with the enduraficerganisations, about the relation
between permanent and temporary organisationsi.- ahout the “projectification” of the
economy.In yesterday’s economy, industrial companies (asfigadhe car factories) were
organisational role modelsToday industrial robots and computerised proceslitnave taken
over much of the physical production, which in tuaocounts for the trend that direct
industrial employment is decreasing in most devatopountries, while industrial production
is still rising. At the same time as the percentafehe workforce in the manufacturing
industry decreases, there has been a long-runaseEnce the 1920s in so-called production
services for example in the USA, the UK, Canadan&e, Germany and Sweden (Singelman,
1978, Aoyama & Castells 1994, Castells 1996, Myrhd@ Ullstrom 1997). Consultancy
companies in for example IT, management, markedimg) finance are providing supporting
services directly to industrial companies. The\attdis of the supportingervicecompanies
are thus first of alla complement to industry and consequently not eosgiing for
industrial activities contrary to the ideas put forward in the debatehe “service economy”
(Gurshuny & Miles 1983).

The shift between different sectors of the econ@tayted earlier in Sweden than in most
other countries. In the last decades, this shdtresulted in a new and profound division of
work between different kinds of organisations. Té& reduction of the number of employees
in traditional industry has been compensated foa bgpid increase in the number of persons
employed in independent companies that on assignimesis work with projects for, or

together with, the traditional industry. When irgilug the supporting service companies in
the industry, the whole sector employed approxitgate? million persons both in 1985 and

in 1997! In 1985, approximately 25 per cent of thegere employed in supporting service
companies. This share had risen to almost 40 pericel997. Technology companies, other
knowledge-based companies, finance companies at ageleducation and healthcare
companies account for this rapid expansion. lige avithin these, usually project-organised,
areas that the major part of the new businessgarts found (Ekstedt 2002, Ullstrém 2002).
The following table indicates first of all that arxtreasing share of employees in the industrial
sector works in project-organised companies. Batsb indicates that the industrial activity

takes place in a system of different actors andbnbt in separate companies.



Table 1.Number of persons in the Swedish manufacturingpsd@&@85 and 1997

1985 1997
Manufacturing (core activity) 921 130 (76 %) 7491561 %)
Professional services 286 425 (24 %) 480 581 (39 %)
Total manufacturing sector 1 207 555 (100 %) 1 (100 %)

Notice: Professional services = Technological camgsm knowledge companies (other), financial congzan
and education and healthcare companies.

Source: “Swedish start-ups 1985 — 1997. Changesriypany structures and employment effects.” Jonny
Ullstrém, Vinnova (the Swedish Agency for Innovaiti8ystems) and Statistics Sweden.

Even if these indicators are very rough, they stibw an important transformation. It is for
example hard to say how much of the activity of sporting service companies that is
directed toward industrial companies. Some of theifvices no doubt go to the public sector,
like health care. But on the other hand, this igimg new: there has always been a kind of
symbiosis between companies like Ericsson or ABBI #me public buyers. From the
perspective of working conditions, however, thedeos between private and public are of
limited importance. The use of supporting serviompanies, dealing with IT, education and
management, in the traditional public service areag be the beginning of “projectification”

in this part of the economy too.

Beside the structural change between different rosgdons, there is an ongoing
transformation inside traditional companies. The 0$ project solutions within industrial
companies is becoming more common. In large comegamin increasing part of the activity
is transformed into projects with assigned tasks$ gimen means and time- and cost frames.
When the workforce in the telecom company Ericsaas reduced by half during the last
couple of years, it resulted in a “projectificatiorf the remaining parts. The manufacturing
of components has to a great extent been outsotocedernational (American) producers

inside as well as outside the country.

Some small companies have also changed their waggahising work. The changes seem to
be related to temporary project organisation asl waelto cluster systems. This can be
illustrated by the case of “Liftbyggaren”, a sm@abducer of ski lifts in the industrial park of

Odenskog in the northern part of Sweden. Going léickears, the personnel of the company
produced, installed and sold the products themselVeday, most of the physical products

are delivered by subcontractors in the vicinity.eTEBEO sometimes visits his nearby



subcontractors to encourage them to deliver in,tehéhe same time as he is glad not to have
the responsibility for organising this part of fm@cess. Instead he and his closest co-workers
can concentrate on creating solutions of trangpgrskiers in dialogue with customers all
over the world. The company is also responsibléaiferproject management at the location of
the lifts. The company has transformed from a tiawial engineering company to one that

harbours projects designed in close co-operatiom g customers.

The temporary project construction, which involvesrsons from different permanent
organisation, makes it possible to meet unique delsi#éhat are difficult for large companies
to deal with within the framework of the traditidnarganisation. The strongly growing
"projectification” can thus be interpreted as a way deal with an increasingly more
sophisticated and well-informed demand between emeg (business to business), and not
really as a way to meet the demand of the end coesuFor some companies and some
public organisations, there could also be a morabeaxplanation; they have simply been
lured into a fashionable trend.

Thus, organisation forms characterised by indepanaiembers who take responsibility for
their activities are growing compared to “routid$ectivities. Of course, the time-focus of
the project may in itself lead to stress, but inngn@ases this is compensated for by the

stimulating character of the work.

We are not experiencing the end of industry, oinolustrial production, but we see that
industry is changing and taking on new, alternatorens where productioper seis less in
focus as compared to previously. The demand sidg, rearketing, customer focus and
creation of brand names, occupies the attentiaonasfagement more and more (Ekstedt et al.
1999). There is, in other worda, new division of labour between services and codiityno
production and between permanent flow productiod smporary project activitylt must
however, be noted that permanent employment alsuirddes in the project-organised
activity. This discussion of organisational fornashnot be confused with the one concerning
fixed-time employment (“project employment”).

To sum up one may say that “projectification” igpessed in three wayBirst, the expansion

of project based organisations (PBO). These aranisgtions where the revenue from the

activity comes directly from projects. Theconds the increased use of projects in traditional
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organisations (PTO). Here the projects are supppriifferent kind of activity inside the
organisation. Thehird is the extended use of inter-organisational ptej¢l©OP) in various
contexts. In this case it is common with direck$irnio the space aspect. Clusters can be seen

as arenas for creating inter- organisational ptsjec

Space

International division of labour (globalisation)

The journal Der Spiegel argues in a recent articéd the number of people working in the
Chinese manufacturing industry outnumbers industoykers of the whole western world.
This strengthen the image of a rapid industrialseain China and most recently also in India.
Actually China is considered to be the shop — flobthe world, while India is becoming its
office with the expansion of IT related serviceBangalore and other places. There are also
a lot of reports of close-downs in Europe relateautsourcing to countries with low wage
levels. With this new international division of t@r it is not any longer only the
industrialised countries that are the base for stril production and the rest of the word
supplying raw material. A simple exchange betwéenindustrial core areas has transformed
to a complex system of production penetrating maoyntries. Sometimes it seems like that
the national borders are replaced by the big Compadirand named he interdependency of
the global economy is marked by that trade is edpsn much faster than production
Countries like Great Britain and USA are gettingrenand more dependent on services, while
a greater share of the commodity production isigkilace in Brazil, South Korea, and China
(Dicken, 2003).

Many big companies have reorganised their actiditying the last years. A lot of the
assembly activity has been outsourced to internatispecialist companies. In the IT sector
these are worldwide cooperation’s like FlextroniSslectron and Emersson. The different
factories placed in different countries inside gneduction-companies compete as suppliers.
Marketing organisation and development activity aemm — at least to begin with - in the
original country. For some companies the outsogrcen be a way to survive in a climate of

tough price competition on wages.
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There is however a lot of contradictions in theatelon outsourcing. According to media is
the phenomenon rather extensive, while it is ofitBoh importance according to most
statistics. This can be explained in different suayational numbers does not illustrate local
or branch wise effects. Outsourcing deals mostth wWie manufacturing sector - a sector that
has diminished to a level of only between 10 — @@@nt of the labour force in the European
countries. A close down of a factory may have aimgact on employment figures in a
specific place - but a limited impact on the mafgares. Continues and incremental loss of
workplaces due to rationalisation is not that \esiblt is also difficult to know if the
contradiction is due to outsourcing or to ratiogaiion as these phenomena can be

intertwined.

In this paper is the relation between internatiod&ision of labour (globalisation) and
“servicification” of Europe in focus. As mentiondtas the decline of employment in
traditional manufacturing to great extent been censpted by the expanding number of
persons working in supporting servicésserious problem may however occur if the size of
the European manufacturing sector goes down toval leehere the demand for supporting
services is decreasinghis may also occur if the transformation in litséow down as many

of the supporting companies (like management angdl@®mee consultancies) are occupied
with the structural change of manufacturing acjivit

Systems and system thinking

In the spirit of Porter's (1990), several schol&@ve pointed to the importance of the
surrounding system for the development of compailpscific attention has been paid to the
relationship between companies, colleges and lagtiorities (the so-called Triple Helix).
Cluster maps have been drawn and different formsupport to existing clusters (including
“wishful thinking” clusters) have been developedr he sake of simplicity, you may say that
two ways of looking at the phenomena of cluster aydtem thinking can be noted.
According to one way of looking at it, a considdeaproportion of the industrial companies
belong to some kind of cluster; it could be anyghirom local density of a certain industry to
genuine co-operation between companies and otlganations. The political system and
the authorities can, according to this view, on fingt hand create opportunities for co-
operation and dynamic development. According togbeond and more active perspective,

there are possibilities to directly contribute be growth of clusters. Consultants, authorities
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and researchers seek to build a kind of clusteantycs. Whether or not this is possible could,
however, be discussed. Preliminary research hasvrshtbat clusters that have grown
organically have been more successful than those ltave been initiated by authorities
(studies from Sweden and Poland). It has also pegmied out that this policy has a tendency
of cementing certain patterns, e.g. by contributimgraditional activities where old gender

patterns are locked in.

The network thinking is actually much older. Thepfi$ala School” started to publish articles

on the subject at least 30 years ago. Their resesdfr@wed that many actors in a company had
much deeper relations to suppliers and customarstththe top management of the company.
It is, however, sometimes difficult to know whethbere is a tendency of more clusters or

networks, or whether it is just another perspeativieow to understand economic activity.

Through the system thinking, the border betweent\habrganisation is and what a market is
becomes unclearThe companies become not only competitors, but afgonate
collaborators (Wolven & Ekstedt 2004). How this will affect wanlg life and working
conditions is largely an open empirical questionhdAhas the responsibility? It is also
difficult to determine whether the systems (e.@. thusters) are becoming more common, or
whether the new is the attention they have attdacte

Driving forces behind the transformation

The described transformation can be interpreted @ traditional company is challenged
from the outside as well as from the inside. Onahe hand, the company seems to be part of
a wider system, such as networks, clusters, indbslistricts, innovation systems, knowledge
blocks, etc. On the other hand, it seems to beldsd into temporary activities. Usually, the
transformation of the industrial economy is diseasom a production perspective, in which
the connection to the rapid technological develapni@®day mostly about ICT) comes in the
foreground. There is a tendency to underestimaeddmand side. It is very reasonable to
believe that the new organisation of production barseen as a response to a change in the
demand patterns. Higher incomes in some populafonps contribute to that the demand
side is being specialised. In these respects,rihieism of research neglect does not concern
Piore & Sabel and Zuboff & Maxmin, who strongly dmagise the demand side when
discussing the driving forces behind the transfdiona
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The changed demand patterns, with well-informednateling customers and individuals
with great purchasing power (e.g. more women),edthe development, which is facilitated
by the rapid growth of the modern information aminmunications technology. Thus, it is
the interplay between the structure of consumptod the logic of production systems,
supported by modern technology (ICT), that liesitbehhe transformation. Demand is for
example influenced by technologies making it pdesib buy and sell via the net and supply
by IT supervision of production. This is a transfation that among others comprises the
growth of global component manufacturing compafiesough outsourcing from other large
companies), project-organised development unitsernational call centres and local
individual-oriented supporting activities by sma#lrvice companies. The transformation is
also facilitated by the expansion of standardisatind standardisation concepts. These play a
normative role in many global intra-organisationallationships (Ahrne & Brunsson 2004,

Brunsson & Jacobsson 1998).

It is possible, and probably also likely, that #hés a connection between the two trends; on
the one side an outer challenge by the systemspianie other side an inner challengee

networks/clusters constitute an arena for poteri@embers of future projects.

One may wonder what kind of effects these four éaetes might have on work and working
conditions. The two time aspects (control of tinmel @ndurance of organisations) no doubt
have direct effects on work and working conditiohisere is however a qualitative difference.
The different measures to control time are in noases executed in the organisations that
already are at hand, while a transformation tpraeject organisation demands a lot of
rethinking both for employees and managemehé effect on work when it comes to the two
space tendencies is a bit more difficult to grdsps however likely that thénternational
division of labour will speed up the “servicefiaai’ and the diffusion of the closely related
“projectification”. If we in Europe want to keep the more advancadspof the economy
here, we have to create systems (related to spaci&)ding education, research and
companies that support knowledge intensive aatwiti An active system approach
(innovation systems or clusters) may be a preré@gquigr organisational unites to specialize
and become more competitive. An arena of specadistt knowledge intensive infrastructure
can be seen as potential resource when designojgcts needed for knowledge intensive

activity. One may notice that most development w@kalready project basedVhen
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reconstructing European industry it is consequemthgential to understand the difference
between the organisational forms of traditional ustty and that of project based activity.
Good environment for creating project are essentiaditional institutions may have a

restrictive effect on anticipating those changes.
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Comparison between “typical” industrial organisations and project-based organisations

The transformation of the organisational form canai simplified way be illustrated by
comparing stereotypes of industrial organisationh wroject-based organisationsdustrial
Organisationsare characterised by the production of standatdg®ducts or equivalent
services in long series, which provides for higtumes to scale and stable relations between
actors. Permanent employment is the standard fémmgployment in these organisations and
their activity is mainly organised as flow-procesgserations. Beside traditional industrial
companies, among others a large part of publicicemroduction and call-centre activity
belongs to this category. In heavy industry, ttebity is further strengthened by immobile
machinery, built to function for many years. Evéparmanent organisation is the dominating
organisation form in traditional industrial compasii they do run projects themselves. Project
organisation is particularly frequent in connectwaith development work.

The car factory has often been seen as the rolelnimrdtraditional industrial companies. The
discussion about "lean production”, which had aagimpact on organisational change in
many branches in the 1990s, stems from exampléapEnese car manufacturing. Also after
reconstruction and a further division of activitiesindustrial companies, the subcontracting
producers of components remained as an importahtrpthis category. Many activities also
have a great demand for instant customer suppdferént kinds of "call centres" have been
established in many places. In most cases, thehwete- or IT-based services that these
factory-like companies offer only demand shortadtrctory training. In areas severely hit by
the transformation of the traditional industry, lsuas the mining and forest industry, the
reduction of employment opportunities has been @nrsated by this kind of activity. In
some places, like the “Ruhr Gebiet” in Germany gould even find clusters of companies in
this branch (Nuur 2004).

The project is the base for revenue iRraject Based Organisatiomhere is a long tradition

of project based activity in the construction sectim one single workplace up to one hundred
different organisations could be engaged. Althotlngine are great variations of organisational
solutions within the sector, they are always projesed. Also, ICT, Media, organisational

and technical companies are characterised by prepations.
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Project organisation implies that both spatial aintke-based relations between actors are
manifested in a number of different arrangementsrRA\s performed in a great variety of
ways, in a great number of different constellatjcmsd at a great number of places. At the
very workplace, work and production are to an iasneg extent organised around the
relations with external actors, such as custonsengpliers, consultants, etc. It is not unusual
that sellers and buyers work together on the sammjeqt. Also the rate of working can vary
quite a lot. In certain periods, project work isaccterised by low activity, and in other

periods it is marked by working round the clock.

To sum up, one can say that the traditional incalstompany participates in all kinds of
activity; from production to market relations. @irdrols internal resources, subcontractors and
consultants, and it also hosts development proj@die company is truly the nexus of all
contracts. It is also the holder of the brand nama& necessary factor for success in the
market. The expansion and spread of project-baggahzations challenge these structures of
organising. Most project-based organisations warkclose contact with their customers.
Commissioned companies form projects together wih,example, development, design,
planning and personnel units of industrial compsiniene economic activity is often closely

related to the demands expressed by customers.

17



Table 2. Characteristics of industrial organisations amgjqut-based organisations

Industrial organisations Characterised by:
- Traditional industrial companies - Assembly-line production
- Call centres - Multi-level managerial decisions
- Component producers - Stationary real capital
- Public services - Bureaucracy

- Strong permanent organisations and weak
temporary organisations
- Permanent employment

Project-based organisations Characterised by:
Commissioned companies - recurrent project operations
- Technical - Weak permanent organisations and strong
- Organisational temporary organisations
- IT, Media
- Management consultant firms
__._._Subcontractors | ]
Contractors hosting and creating projects - Small permanent organisations with
- Construction strategic functions, harbouring project
- ICT teams for development and production

- Entertainment companies

Comparison of market relations, transaction costs ad forms of contracts between

industrial organisations and project-based organistons

The increased use of temporary organisations amjeégis has no doubt an influence on the
contractual relations between companies/organissatmd their customers, but also between
the company and its employees. The question is hkg?there any general tendencies?
Formal contract changes can easily be describédegsin most cases are legally regulated
and presented in text. However, most informal @uts are hard to describe and investigate.
In the following, | will approach thehanges of informal contractsy first discussing the
relations between the company and its customers,tla@n follow up by discussing the
relations inside the organisations and the relatlmgtween the members. The idea is that the
character of the market relations is reflectechim internal life of the company. The changed
demand patterns of the consumers are importatitegscan be seen as the central force in the
whole transformation process as discussed before.

In the following, market relations and internalaténs in “typical” industrial organisations
and project-based organisations will be compareakkit relations, i.e. the relations between
the company and its customers, will be illustrabgdthe categories “exit” and “voice” once
put forward by Albert Hirshman (1970). Changeshia wvay a company interacts with actors

outside the organisation are likely to affect tHecation of transaction costs, and what kind
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of transaction costs that will be dominating, imsile organisation (Coase 1988, North 1990,
Sjostrand 1993). If new patterns emerthe preconditions for informal contracts betwélea
actors in the organisations will changde.turn, this will have an influence on how, wherda

where economic activity, including work, will takéace.

By “exit” is meant, in the words of Hirshman: “Sonceistomers stop buying the firm’s

products or some members leave the organizatieistithe exit option. As a result, revenues
drop, membership declines, and management is ietpbétl search for ways and means to
correct whatever faults have lead to exit.” Theralative “voice” reflects a totally different

proceeding: “The firm’s customers or the organ@a8 members express their dissatisfaction
directly to management or to some other authoatyvhich management is subordinate or
through general protest addressed to anyone wies taiisten: this is the voice option. As a
result, management once again engages in a seardhe causes and possible cures of

customers’ and members’ dissatisfaction.”

Industrial organisations, the role model of manedeapitalism, are designed to offer long
series of standardised products and services fes ransumption. The attractiveness of the
products is tested through exit mechanisms (take likave it situations). Exit has also been
considered as the main alternative of economicant®mn by most economists. Naturally,
there are exceptions. Some component producersadincentres are only connected to one or
a few buyers, while most companies meet toughnatenal competition. Usually, there are
few direct contacts between the producer and theswoer in these organisations. For
example, in the health care services, it could drel lfior the client to have influence on the
performance of the service asked for (Zuboff & Max®002). In most cases, the customers
are not aware of how the commodities have beenugextl For example, we are seldom
aware of the working conditions at the manufactofeglectronic equipment components, an
activity that often is placed in developing couedti The possibility to produce commodities
for stock can also result in long time lags betwpsduction and consumption. Slow market

signals dominate over direct contacts between sctor

Industrial organisations are characterised by hiereal systems of decision making and
limited transaction costs for internal search psses and internal negotiations. Efficiency is
reached by high returns to scale in the productiespite limited interaction between levels,

departments and individuals. However, this is gaidby high costs for monitoring. Many
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levels of management and control are formed anfegsmnal positions are developed to

handle this kind of activity.

In industrial organisations in most industrial cties, long-term formal contracts (mostly
collective) have been the dominating form of empient contracts. This order was
challenged by some of the major companies in thggnbeng of the 1990s. When ABB
introduced the T 50 model, the objective was taicedthe lead - time by 50 per cent. One of
the most important tools was the use of “goal de@ecgroups”, which led to a dramatic
change in the contracts of work. The system ofinaous control was replaced with a system
where the employees were given responsibility far whole work process from order to
delivery. But from the middle of the 1990s, thdtti@nal form of organising seems to have
grown stronger again; some people talk about nedsfiatic work methods. The
manufacturing parts of the traditional industrisbmpanies were sold to international
companies specialised in component production.ifioadl industrial relations seem to work
in this environment, but under the threat of movsogne parts of the activity to low-income
countries. On the other hand, the remaining pdrtseocompanies seem to be more and more
project-based, with characteristics like the ortest will be discussed in the next section.

Characteristics of typical industrial organisati@me summarised in the following table.

Table 3 External and internal relations of industrial ongations

Form of organisation Market relations Internal treaction Form of contracts
costs
Strong permanent and| Exit mechanisms and | Limited search and Formal (collective)
weak temporary limited relations negotiations costs. contracts.
organisations. between market and | Large monitoring
internal organisation. |and control costs.

The expansion and spreadRybject-Based Organisationshallenge the traditional industrial
structure. The activity of these organisationsnisnost cases closer related to its customers
than is the case in industrial organisations. ttasunusual that the seller and the buyer work
on the same project. The “exit” mechanism of theketis to a noticeable extent being
replaced by “voice”, and sometimes even by “loyaltyhich is a third and more intimate
category in Hirshman’s model. Most transactions@mexeded by negotiations. Some of the
more successful companies have developed soplesticeegotiation methods to handle the

“voices” of their customers. High negotiation costshe early planning stages of a project
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will be reimbursed if it contributes to fewer misgs when the whole production apparatus is
involved later on (Ekstedt & Wirdenius 1995).

The ever greater service content in almost evetyigccreates a need for closeness. The
work of the companies is performed in direct intgypwith the customer, where he/she is
active. Project-based organising consequently Hasah side. The economic activity, e.g. the
production and the exchange of services, take® pldere the customers are located. Among
other things, this entails that the commissionethmanies tend to locate local branches with
far-reaching independence in smaller cities. Glababmmée is paired with local presence
(Ekstedt et al. 1999).

The adaptation to the customer (customer focusy dwe necessarily mean that the end
consumers will have a great influence. Far fromcatisumers become empowered by these
tendencies. This is obvious in the construction@ee a person renting an apartment seldom
takes part in the design of it. Customers on otihezls of the value chain have a more central

role and an influence on the way things are produce

The close relationship to the customer is direalected in the internal lives of the project-
based organisations. Costs for monitoring and sigien are minimised, as it is in the
interest of the project members to perform thegmssent according to the description of the
tasks. They of course want to be engaged also turefuprojects. The need for middle-
management is thus small. Instead there are highs cassociated with contracts and
negotiations. The “Voice” of the customers is haddby negotiations (Ekstedt et al. 1999).
But as a great part of the economic activity takese at the customer or together with the
customer these negotiations will also influence thternal life of the project based
organisation. Negotiations are becoming one ofhthagr elements in the permanent activities

of project-organised companies.

In projectised activity it is not only essential kave good knowledge about the tasks
involved, but also to have good relations to andwedge of potential project members and
business partners. Considerable costs are spes¢aynh for information and knowledge in
the process of forming a project team. Closeneshdaustomers makes it easier to discuss
with them and to develop unique economic soluti@isseness to other team members both

in space and culture facilitates the process omtdmiilding and knowledge formation.
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Successful projects are said to be created in efspknowledge-intensive environment, e.g.
in an industrial system. Concepts like innovatiogstems, industrial districts, clusters,
networks and development/knowledge blocks relatditoidea (Porter 1998, Maskell et al.
1998). However, system thinking concentrates on tkktions between permanent
organisations, while projectised economic actigityrs at forming new organisations. But the
stress on knowledge formation is shared by the daperoaches, which is also in line with
modern thinking on economic growth and developnmregeneral (Romer 1991).

The change from traditional industrial organisingptoject organising may consequently be
expressed as a shift from monitoring to negotiatiosts. This shift has a dramatic impact on
the contractual forms. The formal contract has ¢odbsigned in a general way and make
room for individual specifications and negotiatio®s in other words, general contracts must
probably be supplemented with individual negotiagi@dapted to the unique situation of each
project. Contracts of how, when and where to wok taerefore to a high degree informal

and implicit.

The work in project-organised activities is goatlgamoblem oriented and not rule oriented. A
central aim is to fulfil the goals of a given agremt, but how this is done is on the other
hand a more open question. It is difficult to moreletail regulate relations between actors,
and in many cases it could be perceived as a mndréo the activities. In some cases,

however, informal rules have replaced the lackoofnal rules.

In the construction sector it is common to talk @horofessional codes guiding the members
of a team in the different phases of a project. ifldéviduals adapt to these codes based on
long practical experience and from working with qmrs knowing the trade (Polanyi 1958,
Brochner et al. 1992). These kinds of implicit eulgave not yet developed in other project-
based branches. Management and IT companies falahfferent approach. They try to
induce tacit contracts by convincing the custontemuse their concepts and follow their
specially designed programs. Many consultant comegamave taken great pains to develop
special methods for working and for solving proldenBefore entering the market, the
personnel has to be trained and convinced of teasidlt can be both costly and time-
consuming to replace staff that already is pathefindividual company’s culture. However,

the investments in human capital may pay off, a&s niodels used are company specific,
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which makes it possible to keep the customers welsas the employees — locked in for
some time (Ekstedt 2002).

In many projects, power and responsibility are fgreat extent delegated, irrespective of the
kind of formal rule system. Fulfilling the goalscacding to a given agreement is the central
endeavour of the project team; how this is accoshplil is left more open. Therefore, this
way of working could be experienced as a thredhéopresent relations of the labour market.
The employees’ position and ability to negotiatdl Wwave a major impact on their working
conditions. Better knowledge of what informal caets imply and support in negotiations
from persons in similar situations, through for mpde the trade unions, may lead to more
power (Ekstedt 2002). Are the trade unions preptoethange their role in this direction? In
Sweden, the increased activity of trade unionsdividual insurance matters could perhaps
be seen as a step in this direction. The coverégsisting legislation, e.g. regarding work
and companies, will gradually deteriorate, which lead to that the individual co-worker will
need more support (see Ekstedt 2002, Appendixet&Gthvernment Report on Labour Law Ds
2002:56). The individual will not be protected bgllective legislation in the same way as
when the laws were made. The individual’s changesition can lead to changed trade union
strategies (compare Sundin 2003). Occupationaltipnsi and strategies are of particular
interest in relation to owners and managementsrgérosations Characteristics of typical

project-based organisations are summarised irollening table.

Table 4.External and internal relations of project-baseghnisations

Internal treaction Form of contracts

costs

Form of organisation Market relations

Internally: weak
permanent organisatior
and strong temporary
organisations.
Externally: Strategically
strong permanent
organisations
harbouring projects for
development and

Voice dominates marketimited monitoring

nselations. Close
relations between
market and internal
organisation.

production.

costs. High negotiation
and search costs.

Informal and implicit
contracts important.
Individual negotiations
where individuals may
need support.

(New role for unions?)
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Working conditions in project based organisations

The contextual forces, which can come both froneofiarts of the same organization, from
other organizations and institutions, affect batle foroject and the employees involved
(Grabher 2004). For the organization, the most mamb forces are connected with
prioritizations and conflicts between different tgaand with issues concerning who is to
have disposal over critical resources, most impdisteshe employees’ time. Project workers
often feel that they cannot simultaneously fulfiieir obligations within and outside of the
ongoing project, which generates stress. Projemtsticus become pawns in internal power
struggles in which managers attempt to influenagept results to achieve personal gain. At
the same time, project members acquire more or ueggue competence by working in
advanced projects, and can use such knowledgenasaas of advancing their own career
interests, since the systems in place to convelivislual knowledge into commonly shared
knowledge are often ineffective (see e.g. March51®8d Martinsson forthcoming). All in all,
much of the responsibility traditionally assumed ttye company, primarily through its
management systems and HR function, now resumes thé individuals. (Packendorff
2002).

The most important consequences for persons woikipgoject model organisations can be
described in terms of three critical dimensions d@tund 2005).First, projects are
characterized by their pre-defined time limits, ethproduce time pressure, and in goals that
change once the project is completed. This demarkdgh tolerance for stress, and an ability
to face new job duties and goals at regular intervehesecondcharacterizing feature is that
one’s colleagues in the project group are seldanili@. The project workers may not know
one another at all before the project starts, &edwork group is dissolved as soon as the
project is completed. This puts demands on peopl&igl skills, and on their ability to work
intensively, focused and goal-oriented in tempotagms comprising more or less unfamiliar
faces. Thehird characterizing feature is a high level of uncettaione must solve difficult
problems and cope with expectations that are oftedear, since those specifying the
requirements cannot properly assess what may d&weit. This entails that those who work
on projects must be willing to learn, and be abledpe with work that involves uncertainty.
We will discuss the effects of these three dimemsidased on organizations in which the
employees hold permanent positions but work maonyprojects (Arvidsson & Ekstedt
2007).
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Time and stress

Projects’ pre-defined deadlines and budgetary aedsy, objectives and focus on individuals
create a risk that stress levels rise, particulflaiythose who generally spend the bulk of their
time working on projects and are not given the tforereflection that line work often offers.

Projects often lead to heavy workloads and merttass reactions. On the other hand,
involvement increases among employees who are goijgct work (Zika-Viktorsson et al.,

1998). One important challenge facing the employeds use the intervals between projects
to rest and reflect, and not to start the nextgatofight away, something that can be hard to

do when one’s status depends on how many projeethas been involved in.

Social skills, leadership and loyalty

Another effect of the increased use of the prajectiel and its focus on competence may be
that those who work on projects become more loyaheir project than to their company.
Each individual often places major emphasis orré¢taionships around which each project is
built. Getting to know new employees quickly andking sure both to take their specialized
expertise into account and to assert one’s owrbaceming key traits for successful people.
This is most important for project managers, bodlor project participants, who must
demonstrate their competence in order to advandéanncluded in exciting future projects.
This places new demands on people in terms of soeial skills.

Organizations that use the project model extengivelve, in principle, separated the
managers’ responsibility for financial results, éoyees’ competence development as well as
their job security. Employees usually have a peenarine position, at which the spend
perhaps 20 — 30% of their time at work, and whaggrtsupervisor is responsible for their
learning, career, social issues and other secamitlycomfort-related matters. They also spend
70 — 80% of their time with project managers, wh® r@sponsible only for their performance
within each individual project. The project leadg¢r(nder whom one works can also vary
over time.This leadership is thus entirely performance-orgehiAs a result, traditional roles
such as those of manager and subordinate have edhangcharacter and become more
complex. In some companies one talk about one &ireadership for “human elements” and

another for “results.” In essence, line managetsnohave control of and responsibility for
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resources (including employees), while project ngens have control of and responsibility

for results.

Project managers in consultancy firms may be moyallto their teams, customers and
projects than to the company as a whole, a phenomafso seen in other studies of
professionals and their relationships to orgaroretiand bureaucracies (see e.g. Scott 1966).
There are studies that indicate that employeesfex@ina greater sense of belonging to their
profession and interest-based groups or projeets th their company (Séderlund & Bredin
2005). Teigland (2003) notes, for instance, thagpammers at IT companies often solve
company-related problems within the company witke trelp of outside interest groups,
regardless of whether sensitive company informagdreing disclosed to outsiders.

Learning, risk and the mobility of the labor force

When the project model is used, individuals withibpompany tend to be more clearly divided
into roles based on competence rather than admaiting roles or roles based on function. An
employee with an academic degree who previouslybeath working as a marketing manager
may instead be classified as a project manager syétial competence in marketing. The
distinction may seem minor, but it is actually dedim. The focus on expertise combined with
use of the project model means that each persoorspetence is subject to internal

competition in each new project. When a new pragbeing staffed, personnel are sought on

the basis of various roles.

It is necessary for those working within this syst® cope with the increasing internal, and
sometimes also external, competition, which reguitiee ability to constantly improve
oneself, and to have social skills so that one ‘&afl” oneself within the system. This
salesmanship is based on the success of and attesutirounding projects in which one has
participated, and on how one’s own contributionshi project are rated. Individual learning
occurs throughout a project, based on the probl@nastasks for which each individual is
responsible. The training that companies organiméside project work consequently
diminishes in favor of such “on-the-job traininglhis creates noticeable obstacles to the
newly employed and others who lack experience apept-based work. The system obviously
emphasizes the importance of personal human capithe form of expertise in some area,
and social capital in the form of a good reputa@omong important contact-creating people.
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If we take this tendency to its extreme, we seedbmpetition will occur between individuals
in various areas of specialization rather than betwcompanies with more or less fixed
human resources. This tendency is characterizedEksgedt (1988) as #&ansition from

organization-based to individual-based knowledge.

Responsibility

The result from this trend is that eaicldividual must assume monmesponsibilityfor their
own careerthan has previously been the case. To put thmadre dramatic terms, business
risk, i.e. the risk of receiving no income (or mttperformance-based pay) is being shifted
from companies to individuals. When the project slogl used and salaries and compensation
are tied to each person’s contributions within @asi projects, these people become, in a
sense, “self-employed” within the framework of anmgany. There are IT companies that have
explicitly called upon their employees “to act likeey were self-employed.” If compensation
levels are tied to the time a person is employethiviprojects and these projects also
constitute income sources for the company, i.epare customer assignments, these people
will assume a large part of the company’s busimisgs This is quite common in management
and strategy consulting firms, and changes theviddals’ risk status considerably compared
with a situation in which they hold permanent posis with fixed salaries. We see no clear
indications that this is about to happen in indydbut the obstacles in its way are, as a result
of the advent of the project-based approach, famgygnificant. As noted, it is likely that
individuals will favor their projects, their projegroup and perhaps even themselves more

than the organization as a whole (S6derlund & Bredio5).

New Roles

The roles of employer and employee are changinghaliaally. No one is “giving” work, or
employment, to another person who is “receivingdriis being employed. Each worker must
instead constantly arrange for their own supplywafrk by being attractive to project
managers, while project managers, who need conipetankers, must at the same time be
attractive to the project workers they need inrtipeojects. Project workers compete against
one another, while project managers have to compate other project managers and
possibly also with line managers for access tontfmst competent personnel. This clearly
means that those who have difficulty selling thewese and being competitive will have

problems finding assignments. People who have maidrked in and enjoyed line-based
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positions may have a difficult time adapting toeavn project-based working life. There is an
obvious risk that working life will become increagipolarized. The same greater flexibility
that may benefit certain attractive individuals @dso lock in or exclude others (cf. Allvin et
al 2006).

Conclusions

A new division of labour takes place in the indigdteconomy. It affects the relations
between and inside organisations, as well as betveeeintries and regions. Temporary
organisations are becoming more common at the $@n@eas permanent organisations are
facing a new role. Permanent organisations willtiooe to be the base for the structure and
strategies of economic activity. Projects are iasiegly being ordered, harboured and
marketed by these. The permanent organisationllisgberior when it comes to production
of long series of standardised products — an &gtiiat is growing in many developing
regions. The decline of employment in traditionamafacturing in Europe is to a great extent
compensated by work in project based supportinges. Local as well as global systems of
production, like networks and clusters, can be sa®rarenas for this kind of economic
activity. It is important, however, that the suppa services have some substantial activity
to support. It is hard to believe that this is ploigswithout a flourishing manufacturing sector.
Without such activity it is likely that the knowlgd intensive supportive parts move to areas

where commodity production take place.

The changed relationship between the company ancugtomers drives the process. More
complicated and unique products lead to tighteatiahs between seller and buyer. The “exit”
mechanisms of traditional industrial organisati@ane being replaced by more “voice”. The
increased closeness is also reflected in the iatewiations of the companies. Traditional
industrial organisations are characterised by éthimegotiation and search costs, at the same
time as monitoring and supervision costs are high.terms of transaction costs, the
characteristics of project-based activity are thgpasite: limited monitoring and high
negotiations costs. The low control costs providpartunities to rapidly expand or shrink the
economic activity. The borders of the organisatioesome blurred and the responsibilities of

the organisations, including work and working caiotis, become less clear.
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The internal work - contracts used by an orgarosateflects the structure of transaction costs
of the organisation. Industrial Organisations galheruse formal employment contracts
resulting from negotiations between the socialnmd. Employees and employers are quite
aware of the rules, and negotiations inside thearmsgtions are kept to a minimum. The
situation in Project-Based Organisations is diffierd here the contracts must provide space
for adaptation to the situation of each projecttiase organisations, informal contracts are
becoming an increasingly large part of the contraatelationship. Individual negotiations are

becoming more important and consequently alsortti@idual’s ability to negotiate.

The situation for individuals is consequently diffiet in Project Based Organisations
compared to those in traditional industry. Projemsed work can be engaging and inspiring,
but it is also characterized by specified deadlenss performance demands that create stress.
Project-based work focus on results; a special gbteadership is emerging that does not
include “soft,” human or social aspects. Individuahve to assume more risks. They have
more responsibility for the future results of thgamisation and consequently also for their
own financial compensation, development and advaeog as well as their future

employability.

How will the existinginstitutionsof the European Socienticipate this New Division of
Labour? What will happen when an increasingly gmegart of economic activities takes
place outside the traditional industrial organatiin temporary organisations like projects
and clusters|t will no doubt have effect on the rules of theéour market and its actors like
the trade unions. How the unions and other soctalrs will respond to this situation remains
to be seen. The discussion above shows that ibv®wos that theunionsat least have to
develop their role of supporting individual membarsiegotiations — before other actors do.
Local authorities and local schools and universitigay also anticipate this development by
creating knowledge intensive environments to featii for companies to start new projects. It
is also important to start programmes for individuahere they can train the understanding

of “ the rules of the game “ in project based attiv
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