“ELl

. ‘pPappaquIo

AT £9T) TPIMM T SoR[IIRISM] [2qOTF 21} Jo 20uanbasuod B S8 saporod

Afrej-3iom urejmrew pue dofaaap o) sapijIqe SupAIeA sART] SULIT MOT]

MOUS M T -sessa00rd asa) ur sdeid fenbaur Teqos 18 3[01 oty
- ouTmIEX? | ‘Affeuryd ‘(L1661 'saisH PuE sse[D) safuet [eqold jo aoey
9} W PAuEISTS 30 TED A3U) YoM O) JUXs oyl Aqeogoaeds pue

sttoneodi TLR)-3I0] I3 INoge Jse [ ‘suonezimesio uy suelFord

A[OE-3LI0M JO $30.1M0S 91[) 9]EFNSIAUT E3[PIYS AUem gsnoje 'puo

-09g ‘Tedo] pue [Bqold RoY ‘s23UEyD [BIMIONGS I9PECIq WOy Sunms

-31 STONEUIIoJSURI] SmIofOo Jo suriy) oy paziemdasuod Ionaq aie

A1) andie 1 ‘emomousyd onels se (SPIOUESNON PUE) SUONEZITESIO

Sunean uem Tomes sy sopod A[UR-HIOM JO SOTUIRUAD 21 0]

agtreno jo soueproduny o saziseyduta raded st ‘asuodsai uy ‘amn

T S)USUIOUE 2[FUIS 0] PN TAYO ST STHEI] 9] ‘S]¥9)uod [BUoged

JrRIgIp ssoiae fofjod A[urEriiom jo smiaped pue sigdo pauquoe

-¥9 A[niaIed sey Py SH) USnomMy oleasol ef-}I0M Teuoneu

-I3)0F 1O UOISUAUND PIYOOIaA0 Ule TWa3q SBY Sfueqyd [RUONBZIIERid

uBindwoyy-oungin) ‘stoutllf jo Alisiatup)
. leisoq "y PRyIUIM

SaIDIS pajiuf

38U} pup DIPU]| WoJj ssIpnig

asn) :swniboud Ajiwp{—popm pup
‘uoinzijnqojq ‘abunyy jpuonnziunfig

'8GT1-8E1

‘8% ‘anospunfiQ p foipan [uwsemfiN-ronoeIayy MMOY-HIom AAms ot}

Jo uonepIeA pue Jusmdolasaq] uefamfiN-agoe gy sin-yIam foamg, ap
ea SuLpies ua u%m&gﬁno *DNIMS “(000%) "H "V 'S ‘S1map 3 4 ‘eno8em

"C6E-E8E ‘8¢

‘Yorwasay opoutosoyofisg fo mwmop 3moIpuds snfne] HTOIND Jo JOItH

-SS3S6E [BUOISAWI ($661) "D ‘F1aqualioig » VI M T T8I I8p weA (g
W P 'BTERED "W | r 'STusd YV W D ‘NUMEMS I W CH T ‘TIMOJ I

‘OFC-LET 'CT

'ssans pup 1oy 'sqof premar mol pue yiny or eI [esidojogaisd pue
IMNIAAD TRaMIa SUOREIN0SSY *(100Z) "H V'S ‘SEMID B W IS I9p meA

'SE2Id WNUI[J I0% MON *(6LF-6ST

dd) yypay pup Huidop *(*SpA) WA} H P 9UST g U AI09t) Ofemos
-oodsd mou ¢ rTRIESY ONetDOS PUE nofeande KIeuosing ‘(086T1) "H “WISIM]

STH-T6E ‘PG L0INDYSE [DUORDIOA fo

TOLINOP JOIJU0D AME-I0m PIE “JUSTIE)E enopezImedIo ‘nogeznn

gauaq [0 MmO A[IUTRj-5{10M JO 9DUANPWE Y} ‘EENoUa 10T OI8 lyauaq
A3 10m USgM (666T) °S “M 'SSOURT R T ] ‘STRANRAY ‘v ') ‘nosdwor],
"BLE-6GT 'CT ‘sanss] Mnunyg fb jpumop
yaTessar Aorjod Aprutey soepdij10m jo MOEMOAS aqT, (EE6T) ‘T W SRIEG
"apeanud-y50 FmAL, [2a0uI pxou s1edofduig sjasrem
-Inoge[ a1) 30 0By & se Sumdale]) 192 unn sianafiam fpaaBsbpowsp
#3440 s[p b1og *(Z00g) ' 'sieddnps § v ‘ssysmMp-suIcoq uBp ) Komay
"OLTF9T 'FI ‘@MB109Y Juswabounpy up usoy
"I PUE 104 Jpeida)ur o} suopn(os [euonezimedio SmuSsad (6661)
‘PERY B " 'WITY W eATEH ‘4 ‘PITED P “MIaN0Iq T ‘uAfled 'y ‘UemAey
"SSBH-A3SS0[ :00STOIERL] URG
‘gouputioftad sovichiiom pup fiymbs tapuab Buoubapy :aounnq fiuny”
—jtom puofiag (g00g) "H ‘g ‘HRUd B Y T I9IpIe]4 T ‘UAleq ‘g "uododey
MeIMqUE]d PIMYN) U3 [EB0S Feel 13q ‘2008
dojruowsymdipumuy (g00z) 'S ‘dureuaznesy ¥ v ‘suspog ‘M ‘sfideiog

v 13 suamId ] i



174 POSTER

‘This analysis is based on case studies of three high-tech firms
from India and the United States. Their worl—family policies range
from alternative work arrangements, such as flextime and flexplace,
to material benefits of paid parental leave and on-site childcare. I
recount how, during the period of 1989 to 1995, these firms expe-
rienced four types of organizational changes: employment insecurity,
occupational restructuring, organizational restructuring, and corpo-
rate re-ownership. Because of varying positions in the global hierar-
‘chy, they respond in different ways and have different outcomes for
their work—family policies. One model is endurance, as a U.S. firm
(AmCo) survives through crises with minimal disturbance to policies.
The second model is disruption, as an Indian firm (IndCo) undergoes
major restructuring and a dismantling of its policies. The third model
is flexibility, as a U.S. transplant firm in India (TransCo) expands the
range of policies but reduces accessibility to lower level employees.

I use this range of outcomes to argue that: (a) Southern firms face
greater pressure from globalization, and moreover, are less equipped
to manage similar types of organizational changes than those in the
North; and (b) the transnational corporation experiences flexibility
both horizontally and vertically, which allows it to absorb and mag-
nify strains relative to its parent company in the North.! The impli-
cations for future study of work-family policies include more longi-
tudinal studies of organizational change, more studies of Southern
organizations and iransnational corporations, and more siudies of
. the potential benefits of organizational change.

LITERATURE ON WORK~FAMILY POLICY

Troditional Accounfs: Snapshets in Time :
Thanks to a blossoming interdisciplinary fleld of worl—family re-

search, increasing attention has focused on international variations -

in work—family policy. Two factors in particular are typically empha-
sized as sources of this variaHon: state structures and cultural ide-
ologies. For instance, national governments play a role in the design
and implementation of supportive work—family arrangements (Bailyn,
1993; Ferber and O'Parrell, 1991; Haas et al., 2000; Kalleberg and

! use the terms “Northern” versus “Southern” natons to draw attention to economic
Inequalities between countries that are roughly drawn on geo-political lines. Like many
academic ferms though, these concepts are flawed. I urge readers to consider the com-
plexities, such as the presence of marginalized nations in the Northern hemisphere,
and powerful nations in the South.
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Rosenfeld, 1995; Kamerman, 1979; Lewis and Lewis, 1996). North-
ern European states such as Sweden and Denmark offer a wide range .
of benefits including subsidized, guaranteed childcare and parental
leave, and options for part-time work, whereas governments such as
the United States, the UK., and Australia provide fewer benefits such
as short and/or unpaid parental leave and little support for childeare
(O'Connor et al., 1999). These patterns are often theoretically linked
to different types of welfare state regimes {(Esping-Andersen, 1990})
The first example above, for instance, represents a social democratic
welfare state, which tales broad responsibility for the funding and
regulation of worl—family programs, whereas the latter example re-
flects a lberal welfare state, which takes limited responsibility and
instead passes it off to the corporate sector (see den Dulk, Chapter 8,
this volume).

Cultural arguments focus on the way ideologies of family, work, and
gender shape organizational policies. One popular approach is that
of “individualism” versus “collectvism" (Hofstede, 1991; Triandis,
1995). Several chapters in this volume also touch on cultural themes,
although not explicitly in relation to organizational policies {Gelfand
and Enight, Chapter 14; Westman, Chapter 9; Yang, Chapter 11).
Societies with “collectivist” cultural norms are more likely to prior-
itize social responsibility for the group (and family) and therefore
offer more work—family programs, whereas those with “individualist”®
cultures are more likely to emphasize personal responsibility for
managing work—family relations and therefore offer weaker benefits.
In some cases, these cultural notions are linked to particular national
ideologies; in China and Taiwan, for instance, collectivism is said to be
rooted in Confucianism and its values of avoiding conflict and respect-
ing hierarchies (Ling and Poweil, 2001; Wharton and Blair-Lay, 2002). -
In other accounts, cultural noticns are linked to gender {Gormick
etal., 1998; Kalleberg and Rosenfeld, 1995; Kamerman, 1979}. Coun-
{ries with more ideological support for gender equality are associated
with stronger worlk—family policies, in that they promote women's
right to equal or continuous employment and men's responsibility for
housework and childrearing (Chow and Berheide, 1994). Although
there are many additional arguments explaining international vari-
ation in work policies (such as labor markets, GDE, and the social
activism of leftist and religious groups, etc.; Ferber and O'Farrell,
1991; Misra, 2003), those regarding state structures and cultural
ideologies seem to have the most frequent and vocal presence in the
literature.

Such research has been crucial in directing scholarly attention
to international dynamics of work-family policies and in developing
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core was a major restructuring of political and economic authority
across Northern nations--what is called the “globalization project™—
and its consolidation of power in transnational banks and corpora-
tions {McMichael, 2000). Here are some of the key features of the glob-
alization project, with special attention to India and the United States.

First, there has been a shift in the holders of global economic power,
partcularly regarding international finance. The late 1980s to early
1990s marked a period when development planning was transferred
from previous Cold War superpowers to new global finance managers
and institutions. This is when the seven most wealthy nations con-

solidated their efforts into a single entity to form the “Group of 7"
(G-7, now the G-8), which manages global markeis and institutes
their plans through new governance bodies: the International Mone-
tary Fund, the World Bank, and the World Trade Organization. At the
same time, the Indian state was in financial frouble. British colonial-
ism had destabilized the local economy, for instance through its East
India Company which undermined a formerly thriving industry in cot-
ton manufacturing, This is why the Indian government turned to the
Soviet Union for aid after its independence in 1947, and subsequently
turned to the IMF for debt relief in 1991 when the Soviet state fell.

The consequence of this actton—and the second factor of the glob-
alization project for India—is a restructuring of state governments.

A requirement for IMF loans is a “structural adjustment program,”
which includes set of measures to ensure economic growth and
debt repayment. To do this, states must radically transform their
functions and operations, which includes liberalizing and globalizing
their econornies. In India, for example (Kapur and Cossman, 1996):
“These new economic policies, which have taken the form of liberal-
ization of trade, deregulation of investment, privatization of industry,
and devaluation of the currency have begun to fundamentally trans-
form the Indian economy, with a view to increasing export production,
and decreasing state spending” {p. 148). This reflects the mandate of
the globalization project, which says that the path to development is
not in state governments, but in the markets of the private sector,
especially at the global level.

- The impact of structural adjustment policies on workers in the
formal labor market and benefits such as work—family programs is
manifold HUnmEumHﬁ.n and Deshpande, 1992; Ghosh, 1994; Ranadive,
1994). For instance, although the Indian state has relatively strong
parental leave benefits, proposals have been submitted to resirict the
guarantee of three months paid leave to the first two children (Kapur
and Cossman, 1996). There has also been a dismantling of the for-
mer social contract of job security and protection. Under debate in
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parliament at present is a plan to curtail job security benefits by lim-

iting its application to organizations with fewer workers. In addition,

there has also been a disempowerment of unions, as managers have
responded to labor disputes since liberalization with lockouts and
closures (Sundaramurthy, 1994). Thus, in a variety of ways, global
pressure has reduced the strength of Southern firms, which in turn
is transferred to their employees and work—family policies.

The third feature of the globalization project that has impacted In-
dia and the companies of the study is a consolidation of market power
by transnational corporations {TNCs) (McMichael, 2000): “TNCs ac-
count for two thirds of world trade. From 1970 to 1998, the number
of TNCs rose from 7,000 to 60,000, with more than 500,000 foreign
affiliates. The combined sales of the largest 350 TNCs in the world
exceed the GNPs of all Third World countries” {quotation reduced for
brevity, pp. 95-96). The growth of these firms in the last decade is
partly related to changes in the technology of production (Hoogvelt,
1997) .

First, the start-up costs of. .. automation technologies. . . are enormous,
and in fact represent a shift from labour to capital intensity of awesome
dimension. Second, these generic technologies are subject to rapid tech-
nological obsolescence; this has led to very short product life cycles
placing an ever greater premiwm on access to financial resources, mul-
plant production and extensive marketing networks (pp. 109-110).

Because these technologies have become so expensive and short-lived,
there is a growing need to enter multiple national markets at once to
cover costs., :

A particularly important feature of these TNCs is their flexibility.
Rather than previous systems of mass production, which tended to
be “rigid” (i.e., one product is made in one way and in one place),
TNCs increasingly use a "flexible” system of procduction in which their
geography is dispersed, their functions are diversified, their pace is
unstable and fast and their plans are short-term and changeable, Fur-
thermore, although the meaning of flexibility is partly structural, de-
scribing changes from a unified to a diverse organizational form, it
is also relational, referring to global political maneuverability and the
ability to exploit Southern sites, markets, and populations in new
ways. Two types of flexibility describe the dynamics of TNCs in my
case study. S

Horizontal flexibility describes the increasing global interconnect-

* edness of TNCs with other local firms, Indeed, rather than unitary,

monolithic organizations, TNCs take the form of a “global web™: “The
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development and hardware production operations and all have simni-
lar gender ratios in their workforces, roughly 25-30% female.

Data collection occurred in 1995 and 1996. Therefore, the analy-
sis considers recent changes in the companies for the previous five
years or so, through retrospective accounts of managers and work-
ers. TransCo was selected and approached first, given that it was one
of the leading computer firmos in both India and the United States.
Contacts made during fieldwork at this site enabled access to both
of the other firms: to AmCo, by a visit from the vice president of the
U.5. head office; and to IndCo, by suggestion from the TransCo pres-
ident of a comparable firm. Given that all three firtns were the first
approached and agreeable {o participate, I perceived a lack of a bias
because of organizational attrition from the sample.

Qualitative methodology was selected for this project in order to
collect rich, detailed descriptions of the organizational settings, which
cannot be garnered through surveys alone. Therefore, fleldwork was
conducted at each location and involved three activities. Work re-
lations were cbserved for informal types of relations, such as hi-
erarchical versus participatory interactions, and so forth. Company
documents such as organizational charts and corporate philosophies
were examined for support of work-family issues. At each site, ethno-
graphic analysis was conducted at two units: the corporate office and
‘a factory. In the corporate offices, jobs typically involve management,
marketing, engineering, accounting, administration, and so on. In the
factories, jobs involve circuit board manufacturing and computer as-
sembly. ,

Finally, semi-structured interviews were conducted with both work-
ers and managers. Formal {closed-ended) questons were used to
assess demographic and educational backgrounds, work histories,
and household characteristics, and so forth. Informal (open-ended)
questions were used to elicit unconstrained responses regarding ex-
periences of work—family interface and organizational change. The
sample selection was based on employee lists provided by the human
resource departinent. Respondents were chosen randomly, atthough
the samples were balanced according to gender and occupational
level. The total number of interviews at AmCo was 34, at TransCo
60, and at IndCo 51. Interviewees were told that this was a study
ahout employment in transnational firms, rather than work-family
issues in particular, so as to not bias the responses. Interviews were
conducted onsite, either in English or in Hindi with the assistance of
an interpreter, and lasted about an hour. Features of the samples are
presented in Table 7.1. ,

The work-family policies in these firms are listed in Table 7.2.
The range of what is included as a “work-family policy” is broader

Men

n=25

a5
40
36
24
88
32

2
48
59

IndCo
Women
n=26
33
42
38
20
73
100
B0
50

Total
n=>5]
34
41
37
22
80
63
1.5
49
61

n=31

34
3z
36
32
71
59

1
b8
42

Men

24
66
10
62

TransCo

Women

n=29
31
100
‘59
41

Total
n==060

32
28
50
22
87
74
58
43

38
35
49
81
19

Men
n=17

TABLE 7.1
Buckground Churacteristics of Employees
18
" 65
67
2

AmCo
Women
n=17
42
35
53
12
50O
100
2
B6
44

40
35
50
15
58
B2
66
34

Total
n=34

‘Technical Certificate

Graduate
Post-Graduate

Family
Single Family
Joint Family

High School/

Average Age (Years)
Currently Married (%)
Spouse Works (%)
Average # of Children
Household Structure (%)

Education
Highest Degree (%):

183




UBPMmIY) Sfem Y ‘Suol I10] j0u inq ‘Amedmod jafre) a jo saaford
“W3 10} S9SUerD [EMIONDS JO BqUNT & PIjeIausd sal, Auedmos
SUOHEUNTIIINIA]S] [E20] B MIM ISFINNT B SeM DI9M] “ISIT] ‘0DSURI],
10 0DpU] o O} SARE[RI Wy SMp e safmeys [euopezimeSio jo
agueI11sa18013 01 paousiradxn ooy “KTeoniogg ‘safitioly) jouoynziunfisg

‘saadord
-Ws wo joedurn jSes] o) M afuemo Jo portad sy gFnoIq sasams
It 'aI0pRIAT ], ‘saInssald [RlL1S)X TIOY J[as)T S1ENSHI 0] J]qe 183q ST T
'STLIY 9310 ot Fuowry, ‘Atoreary [eqord a3 w noprsod padapand e
symasaxdar J—uonelodios [emoneunmIx € Jo ymared ay) ‘IsAcalom
PUE—UILIY WRULION B Sy "20UEINpUS JO [8POUL B S3)RNSI[[ Oy

anInpuy

‘Tono9s Furmorjor o
Ul P3SSHASIp are remopred uy saorjod Afpurej-xIom Joj suoneodug
‘suoneal jmaurdojdius 107 atI00ING (g) puw !3fmend [euonezEdIo 1o
30maLtadxa (7) ‘Atronoas eqoid o) w uonisod (1) I8, 1LY TOB3 JO STLIa]
O *S[9POT 35311 JO S2IMIB3] Y] SIZLIBMWIMMS g/ 3[QR], ATHOT009 eqor@
ot wr Sfweyd enonezIreSIo Jo S[PPOWT 39 Juasaidal sasen 9891,

JONYHD TYNOLLYZINYSY0 Y8019 40 STIQ0W JTHL :SLInSTY

"0DSUBIL, O
TuoRo9s Suttroadn ot I 5197 PISSAIDPE aq A ng *{(Qoog 1a1scd) ad
-ed ISUJOTE UT [Te1op Uf PIqLIDSSp ST SN, *SULIY 9110 10 HOWIodTn
ST je1) Touuew e ‘suresfold moq JO S)USWIS[D SIWIQUIOd 0)SHeI],
“IrEys uopanpoad 10y $10300p pue 'S12)Ua0 3180-ABD 2)iST0 ‘S[EOW BLI3)
-3Jed 'SIINYs Honellodsmen pue {e)s a)e10d 100 0] SIIALID Teuosrad
Iy ‘sjjooq ‘SUMO ULl 10] SFEISA0D S)JAUaq 3180 30T Jo
afexoed 1y & mu Suole *aavar EYUaIed PIZIPISANS-[[0M DUE SATSHI)
X9 SI8[J0 LIy ST, “0)PUf 0} pareduros Aeadss ‘sygeuaq Termyem
UO I9}EIM FONUI ST ODUTY ‘TIAIMO] “FI0M amm-)red pue ‘Surreys qof
,mﬁﬂﬁﬁnnooowﬁ ‘WIT-XA[I 9PN{OTT 2SITL, 'SPUBUpP A[uref 3EpPOoTIIND
-0® 0] Jj10M s3oerd 10 sempayos Afpot 1) smeiford ‘sprom Iaqo
uf 10 ,'S]IomWISF e LIe JI0M SATRILIIE, 1o Juons st 0OUIY 1BIN 935 oM
'Z’L SIqRL U "SaI[IUIE] JOT PUE SISNIOM 0] [EI0goTRq SSIOIRaU0n mq
‘(eAnoadsiod ommapeoe we moy jseI] 1R) [ETORIPELUON 10 [RULICu]
aq Aem jery suoneziueSio Aq pampo sonod armdes 0] ST UOHeZ]
Emda0ToD ST} 10§ BAP O1]], ‘SIUNOIJE [EUOHUSAROD ATeur Uy e

1) B SWYY90dd ATIWYI-NdOM £

aanaT
sjgouag
Appureyq [erIayeIn
smesdorg
Aounjonnsey qop

sj)fouag asnaaloy
syifeuag 2.00piD

aog(d-xaly]

Furreys qop
(9fwe1 N] g'g) awm-Kald

JIOM STUR-JI8Y

(S1PUOl 7)

a[qafieAy JON EEQ
uIp[pD pajdapy
pure {endoimg o

107 ‘aaRaT] [eluared predon

(sugld soumsEsy
oouy

axe) ymapuadac]) s)800)

amapmy) Jfof suondoexy xaL,
(1823 T-EWRUAlY 9)

aAvaT [euosng preduo

juayg
JumoN

ffmg waaly 104
ISR

Y{suau) FupisnLmg 1og (a1 fiwmnd)

sHugspLmY preH ‘HUTECID ‘S[EOfPoHad

ISAPNIIXI T
(pred syaom 9)
Z'Z 31avl

SABAT WORIOOY IO AFELLIBISTI

snid ‘(sawmy], oM, 01 df] ‘STHUON g)
sapljod A[]NH!-)IJOM

JfJorg vananpotd 10
aAea ALIaIBN pred

10)30(J IS-UQ ‘segoun’
apyj

PRZIPISqNE 'Sapngs nopeodsueiy,
PUR S}00g 'Youn‘ ‘[Bluay SWOH
A¥010R] 91 1B 131U AIBDP[ND 2HS-UO

{(fTo

saasfodwy aspnasxy 104)
(s180D

Burmng snid 'sypuo €
aned-xard

{affael 1q g'7) emOR-ALL

sypuRg

1a0 o/ pue 'disrequni

(FrIn-21d

TAIPTID 8
pue aoejd-Xa1] sauiquon)

0} dn 107 ‘Furootog
1243 ATepu0Dag pum

ISBNPTN0BXT ST
Amuard J0f sapsgnes uoping

H{Ibys uopanpold tod
(sasuadxy reorpay
pure Teda snig 'predup
2483 HNUINEBW PrEd
oosuRl

sange vopeltodsuety,
qnid HSIMY 'S[ESIPOMRG
‘{A1apny pue KI1a}o0In
‘suRNPT) STUETIIn
Yog 'EUBAIG RBAIG
EN93M 9 SN[d 'S3H39M g
mmaIp) paydopy 100
usIpD residolol Jaj)

suoRdQ HI0M ANBILINY




7. WORK-FAMILY PROGRAMS Ty

explains: “1 started with a company called OtherCo® that AmCo ac-
quired five years ago. So I have been working with AmCo for the last
five years. [A lot] has changed with operators, technicians, and man-
agers since AmCo bought the company. But right now, it's like one big
company. You wouldn't even know it was OtherCo.” There are many
reasons why this merger was so smooth, including the fact that the
acquiring firm was much larger than the target firm. In addition, a
confributing factor was the fit between employee expectations from
the old firm and the policies of the new firm. In other words, OtherCo
workers appreciated AmCo's work—family policies in a way that we
will not see later in the cross-border mergers by TransCo.

AmCo was also undergoing a transformation of the organizational
structure—specifically, a deceniralization of work relations and a shift
away from hierarchy toward teams. A female supervisor on the pro-
duction floor explains: “We're moving from directly supervising peo-
Ple, to just coaching the team, so that the operators work within their
team to try and solve things and come up with solutions. [The view is
that] a large population of people should male all those decisions.”
However, there are two reasons why this policy has not significantly
altered jobs at AmCo. One is that the teams have not been fully im-
plemented here, especially compared to other firms in the region.
The supervisor continues: “It's actually going on in this whole valley,
and there are not too many supervisors anymore. Everybody we've
talked to is basically doing this—but they are a lot Jurther ahead
than we are.” The second reason is that the team model has been
less successfully implemented in the corporate areas relative to the
factory: :

Jobs, Downgrading of

Factory Jobs
Intensified Stratification in

{Contingent Work)
Corporate Ownership

{Mergers)

Access to Policles

Flexibility
Transnational Organizaton
(TransCo)

Oceupational Restructuring
Flexible Global Production

Upgrading of Corporate

Disruption

Daycare Centers, Dovctors)

(Spacial Deceniralization)
Disempowerment of Workers

(Layofls}
Organizational Restructuring

{IndCo)
Employment Insecurity
Termination of Policies {(Onsite

Northern Organization
State Reconstruction
Economic Marginalization
Layoffs, Speedup, and

TABLE 7.3
Models of Global Positioning nnd Organizational Change

1 understand that some people have actually tried it in the office areas.
It seems like it could work because many times you need the support
of another person if you're going to be gone, on leave, or if you are not
available. Also, you could go help somebody else if you run out of work.
But it has been difficult in the offices because people usually are in a
cubicle all to their own, and they're focused on what they're doing, So, it
probably could work, or maybe it just needs more fine-tuning. Whereas
in production, it's a litile easier.

Endurance,
(Job Shuffling)
Organizational Restructuring
(Authority Decentralization)
Occupational Restructuring

(Contingent Work)
Corporate Ownership

(Mergers)

{AmCo}

Employment Insecurity
Suspension of Policies (Flextime)

Southern Organization
Jobs Maintained but Moved

Thus, decentralization has been slow to catch on here.
The third change at AmCo is occupational restructuring, through
an increasing reliance on contingent workers. A female operator

3S%ee note 2,

Global System
Type of Organi-
zational
Change
Employment:
Job Structures
Policy

Work~-Family

Position in
Global Forces -
Impact on
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demand for computers rose, IndCo increased production by 300%,
However, several shifts in global production derailed their upward
progress by the 1990s. The first was a change in the high-tech in-
dustry, reflecting the rapid obsolescence of technology, as discussed
earlier. The factory mnanager explains:

A reason for the changing scene is that the compuier Industry has a very
short life span for any product. The time it takes to come from United
States, Japan, or any other couniry to India 18 about 6 months. The
demand for those items starts here, and in a year or so, it goes down,
So any product which comes here, within 6 months or- 1 year, it has
become obsolete. There is a change.

At the same Hme, there was an escalating need for volume of pro-
duction: “The expectations of the division, of the management have
increased. The reason is that we had very litfle volumes. If we don't
have volume, we cannot stand in the market. The poor volumes of
U.S. companies may be a very high target for us. And if you are talk-
ing big volumes, you have to have automation.” Thus, global economic

. marginalization—especially relattve to the United States—puts these
firms at a disadvantage. Another pressure was change in the technol-
ogy of the producton process. Along with speed and volume, IndCo
needed to improve automation:

‘When we set up this factory. we had a big plan on having a lot of automa-
tion here. We thought that we will have automatic packing machines, lift-
ing machines, trolleys here and there. We don't have much except that
we have glow soldering machines and some electrical screwdrivers. It's
because we are not in that good of a financial position to do the invest-

ment.

A pivotal turning point for IndCo was when the state liberalized its
economy and changed regulations on trade. By opening local markeis
to imports, it greatly intensified competition for computer parts. This
had a profound effect on IndCo's strategy for production:

Because of the government policies, we had to take a decision not to in-
vest too much money here—it was not viable to have the big production
plan. Earlier we used to do the assembly of cables and cards ourselves. .
We used to get components like resistors, capacitors, and cirenit boards
separately, then assemble, do the testing, and make the machines. But
then the import duty on assembled machines was reduced, and the
profit for manufacturing was too small. So we decided to do basically

machine integration.
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Thus, this combination of factors ultimately influenced IndCo's lead-
ers to change the core process of the factory from manufacturing to
assembly. Moreover, the new state laws had the counter-productive
effect of discouraging investment in the factory.

Organizational Changes.  As a response to these sirains, IndCo managers
felt that organizational restructuring was necessary., One form of this
was decentralization. More radical than the decentralization at AmCo
{which involved decision-making struchires and teams), the decen-
tralization at IndCo invalved its physical space. IndCo undertook a
“trifurcation” of its factory, in which a large production facility in New
Delhi was divided into three smaller facilities. This trifurcation was
largely motivated by the new state policies. To promote the high-tech
business in particular, the state set up industrial parks called “Elec-
tronics Cities,” which provided infrastructural support and tax in-
centives. The factory manager continues: “We were getting a sales tax
advantage here, so we decided to open this new factory. Initialty, we
had plans to have our R&D and purchase department and some other
functions, so that is why you see big land here.” This new factory was
now located many miles away from the head office in New Delhi, in
a city called Gurgaon. Although these state initiatives were designed
to promote and expand private industries in India, they had the op-
posite effect in this case—redistributing and downsizing the scale of
production at IndCo.

Simultaneous to this, mdCo underwent a second major change in-
volving employment insecurity—layoffs. The IndCo president explains

~ what this meant for the occupational siructure and size of the la-

bor force: “We reduced or eliminated layers. From nine or—in some
cases—eleven layers, we came down to three or five layers. We had
928 persons, and we came down to 460. [And later] closed one fisll
factory.” Even for those who remained, there was a fresh feeling of
anxiety. For many of these workers, the possibility of being fired was
anew concept, as previous socialist labor policies had protected work-
ers in many organizations. The female factory supervisor recounts:

In government organizations, job security is there. But in a private or-
ganization, they can always chuck you out if they are not satisfied. That
is in the appointment letter, there is a clause. If you are not satisfying
their job requirements, they can ask you to leave. So, I do feel that a
private organization is comparatively harder.

Thus, with state liberalization, these workers experience the precari-
ousness of the capitalist employment contract more Immediately.
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pre-1991 requirement by the state. However, “with the liberalization
and government policy, ete.,” as the Vice President explains, “now the
Jjoint venture arrangement had come to an end and AmCo had the
feasihility to go in for a 100% subsidiary operation.”

Such mergers were also fraught with tension. One alliance with
MergerCo* illustrates how the clash of corporate cultures and poli-
cles irom multiple international sources can aggravate a merger, On
one hand, the target firm had elements of the “local” Indian system:
"Employee management in local companies is completely different—
whether you go to the MergerCo's, or the Birla's, the Tata's, the Modi's,
[each of these being Indian firms] or whoever. Very, very different.
They basically tow the line of the boss. And if it happens to be a
family-owned company, it's even worse. They have an approach of: ‘If
it's not broken, why fix it?"" Added to this, the target company also
had holdover elements of the former British imperial administration:
“If you walked into their office, they still have this British system of
standing up, and saying, 'Yes sir,’ and ‘Good morning, sir,’ and all
that nonsense. We don't have it. It's all first-name basis—that's part
of the AmCo corporate philosophy.” Ultimately, the flatter hierarchy
of AmCo clashed with the vertical style of Indian and British firms.
Because these corporate cultures are trinational—U.S., British, and
Indian—the merger is further complicated.

A second type of organizational change that TransCo experiences
more acutely than AmCo is occupational restructuring, This reflects
the vertical flexibility of TransCo as a TNC, in the form of a greater
share of contingent workers relative to both other firms. TransCo had
recently increased its temporary worldorce to a proportion far exceed-

ing that of AmCo. About two thirds of the factory staff at TransCo was -

temporary—80 workers, split in two shifts.

It is not a coincidence that TransCo has such a large share of con-
tingent work relative to AmCo. Indeed, this trend represents another
type of flexibility among TNCs—the ability to transfer organizational
strain between parent and subsidiary. The TransCo factory manager
explains how the growing flexibilization of offshore labor is part of

~ AmCo strategy: “In Singapore, the AmCo unit has a large flex force.
And in Spain, we have a strength of 150 factory workers, out of which
145 of them are flex.” Even workers at AmCo see this trend. One fac-
tory worker (who described being moved to different jobs around the
firm} explains the fate of her department: “There were quite a few
people that were accessed—hundreds. They [AmCo managers] were
doing away with the division—moving it. That one went overseas to

45ee note 2.
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Singapore.” As we know from the {actory manager, the jobs in Sin-
gapore (like those at TransCo in India) are far inferior to those at
AmCo. In this sense, AmCo is shielding its own workers from occu-
pational downgrading by transferring the marginal jobs abroad. (This
Is perhaps one of the ways that AmCo survived the downsizing pres-
sures common in Silicon Valley at that time.) Thus, glohal flexibil-

lty means greater marginalization of Southern workers through the
TNC. .

Impacton Employees.  The conditions of temporary work at TransCo are
precarious in a number of ways. The least severe perhaps is alien-
ation from routine organizational activities and practices. Temporary
workers are left out of many daily events that otherwise reflect a fairly
inclusive and dominant corporate culture. For instance, these work-
ers do not receive evaluations or feedback on their work. A female
production supervisor at TransCo explains:

We have a performance evaluation for every employee on a regular basis,
sixmonths to yearly, When they are permanent, Imeet them atleast once
in a year, and really discuss what their strengths and weaknesses are,
what they could do to improve, and how to convert their wealmesses
into strength. But with the flex, we don't have this for them. That is
something which is missing at the moment. . .

Unlike permanent workers, therefore, these temps are unable to im-

‘prove-their skills, perhaps one of the only potentially transferable hu-

man capital benefits of the job. Similarly, these workers are excluded

- from access to certain kinds of information. Another production man-

ager explains:

They are not part of a Jot of things. We include them in communication
events, like every month where everyone comes together to celebrate
birthdays. But some of the company information is not given out to
them, specifically not any company related information — things like
earnings statements or organizational changes. Because it's valuahle
Information for the company. And given that workers go off to ancther
indusiry, the competitors can use it against you.

Regardless of how useful such information would be for individual
workers, the exclusion indicates how TransCo treats temporary work-
ers with suspicion. )

There are other more tangible effects of temporary work. Short
duration is the obvious one—production workers are there merely
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Furthermore, a number of other material benefits from the old factory
disappeared—including an onsite doctor, adequate food in the cafe-
teria, and higher wages. A male personnel administrator recounts:

When I jolned here some labor trouble was going on. All the female
workers were fighting against the management. They were fighting for
their demands—wage increases and better facilities. Like for married
females, we were having a creche for their children. They were also
asking for better food and milk, and that a full-time doctor should be
provided. I said this is all reasonahle. There is no question of discus-

. sion. They were asking for a 1500 Rupee raise in their salary. That 1s
unreasonable, so 500 Rupees was the raise.

The crucial factor in this scenario is the presence of the union. Previ-
ous work-family benefits were achieved through the union’s collective
action and would be hard to recover without its continued support.

In these ways, IndCo represents the most “disruption” in the or-
ganizational change process in comparison to the two other firms in
this study. First, it experienced the greatest loss in terms of the con-
tent of work—family policies. IndCo’s policies had been material in
form, which are more beneficial to workers in some ways than al-
ternative work arrangements such as flextime and flexplace (Poster,
2000; Poster and Prasad, 2005). Second, it experienced the greatest
extent of loss. IndCo is the only firm of three in which work—family
policies were terminated, rather than suspended or reduced in ac-
cess. Finally, whereas TransCo's experience of change accompanied
an expansion of policies for workers at the top of the firm, this was
not the case at IndCo.

TransCo and the _"._ma_u_m Scenario

TransCo’s global flexibility means that work-family policy outcomes
are more complicated and multifaceted. Here I outline the outcomes
for external versus internal employee programs.

Horizontal flexibility resulted in transnational conflicts among the
work-family policies of the partnering firms. Consider the contrasts
between. policies at MergerCo and TransCo. MergerCo offered genes-
ous material compensation, but at the cost of high job insecurity and
fear. As the TransCo President describes it:

MergerCo corporation has a specific type of culture which I don't agree
with. It's because the way they treat their people: “1 can give you a lit-
tle higher salary, and a few stock options, and you won't go and work
anywhere else. And if you don't perform, I'll fire you. Instantly. Without
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second thought. Without a word of training, coaching, or whatever.” It's
by fear that they make things work. You don't have to motivate.

In contrast, TransCo offered weaKker material benefits, but greater job
autonomy and alternative work options: “We are in an environment
where we are very flexible. We have flexi-tirne. For the first Hime in
this country, we introduced it. We are now looking at umpteen ways
of worle-life balance, which is unheard of in other companies so far.”

Eventually, there was a clash in these orientations toward worlk—
family policy, with one emphasizing material benefits and the other
alternative work arrangements. Such tensions were difficult to re-
solve, as the President continues:

Culture has a lot to do with alliances, joint ventures, sirategic relation-
ships, partnerships, and companies that you buy—and a lot to do with
business results. When there's a misfit—a cultural misfit—you really
screw up the organization. Today, five years later, we're still ying to
work on what's best in both the cases. Integrating a culture that’s com-
pletely different—to get a'mix of both. We're still struggling with it.

A few years after my fieldwork, the merger failed. Thus, this case
shows how work-family policies are significant enough to get in the
way of mergers. It also explains why TransCo experiences greater dif-
ficulty in its mergers than does AmCo. TransCo's mergers are more
complicated because of the multiple national origins of the policies
that have to be reconciled, and especially because of their global scale
across Northern and Southern nations. So, whereas TransCo's hori-
zontal flexibility means that it engages in more external alliances than
does AmCo, it also means that these alliances are more difficult to
complete:

Vertical flexibility in work—family programs results from differen-
ttal global pressures at different levels of the firm's job structure, At
the top, TransCo faces a crisis of retention for its “high-value” em-
ployees (i.e., the engineers and technical experts, but also the sales,
marketing, and finance personnel). With the increasing global mobii-
ity of this professional and technical staff, TransCo experienced an
immediate threat of losing them to other firms—not only in India, but
also in the United States and other countries. The TransCo President
explains:

There's a 35% turnover in the computer companies—because of intense
competition from outside. In the past, employees were in a situation
where they were lucky if they got jobs in India. Today, it's the other way
around. There's a demand on people all of a sudden. Competitors are
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working in a transnational corporation has status in India, as it pro-
vides potential access to international contacts. Still, what is unique
about TransCo, relative to IndCo and AmCo, is its flexibility. On one.
hand, it uses its flexibility of global capital and positioning to avoid
many of the tensions faced by IndCo in organizational change; on the
other hand, it uses its flexibility to absorb and magnify the global ten-
sions faced hy AmCo, particularly by implementing cosi-cutting labor
strategies abroad. -

CONCLUSION

This analysis has illustrated how three similar high-tech companies
operating in the same period of the early 1990s experienced three dif-
ferent outcomes in their worlfamily programs. AmCo, representing
amodel of “endurance,” was able to retain most of its programs, aside
from a suspension of flextime; whereas IndCo, representing “disrup-
tion,” was forced to terminate many of its programs including onsite
‘day-care centers, medical staff, and cash bonuses. TransCo, as the
model of “flexibility,” fashioned an inverted pyramid out of its poli-
cles by expanding those at the top of the occupational hierarchy and
narrowing those at the bottom.

My argument is that these outcomes are related to the positions
of these firms in the global economy. AmCo, as a Northern firm,
is better able to insulate its work—family policies from cyclical pat-
terns of global economic strain. In contrast, IndCo, as a Southern
firm, is forced to sacrifice many of its work—{family policies because
of formidable pressures of global economic marginalization and state
reconstruction. Finally, TransCo represents the global privileges and
tensions of a transnational corporation, which has the horizontal flex-
E.EQ to absorb organizational strains from its parent company, and
the vertieal flexibility to marginalize its low-skilled workforce and ul-
timately stratify its policies.

Given that this is a case study analysis, it is important to note

the specificity of these particular firms and the ways they may dif-
fer from others in their contexts. AmCo, for instance, is especially
committed to workfamily issues (often listed in publications of the

“best places to work™). Although AmCo is definitely representative of °

other large Fortune 500 firms, it may not be representative of other
U.S. firms. Some argue these larger firms have more resources to
offer worle-family benefits, and are furthermore not “typical” work-
places because most people work for small firms. AmCo may aiso

be somewhat unique in its “endurance” relative to other U.8, firms. .
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During the time period of this study, many other Silicon Valley firms
folded. Moreover, shortly after the study was conducted—in the carly
2000s~—the high-tech industry went through an historic recession.
Tens of thousands of jobs were lost in Silicon Valley, along with 41%
of the computer jobs in New York, making it the worst hiring slump
in 20 years (Mahler, 2003). Thus, not all firms survive as well as
AmCo.

IndCo is also somewhat unique in its context. Again, it represents a
high-end workplace, as only a small percentage of the total population
works in the formal Iabor market. Stl, among middle class emplcy-
ers, IndCo represents a relatively average firm. On one hand, it offers a
wider package of work—family benefits relative to firms in other indus-
tries and relative to government organizations. On the other hand, it
offers fewer benefits than many leading Indian firms {especially given
the growth and changes in Indian firms subsequent to this period). Fi-
nally, it is important to note that not all Indian companies experience
disruption to the same degree that IndCo did. Indeed, many survived
this period with much more ease, an example of which is the highty
successful global Indian firm, Infosys. My point, however, is that al-
though all these firms are single cases, they represent broad trends in
the positions of dominant and subordinate firms in the global econ-
omy.

This study contributes to the literature on international work—
family policies in several ways. First, it challenges the assumptions
of stability in work—family policy and suggests that policies should
instead be conceived in terms of change. Second, this study suggests
that in international contexts, dynamics of change are often globally in-
teractive rather than merely internal to national contexts. In this study,
the “globalization project” drives many of these patterns, through the
consolidation of global finance, IMF loans, state restructuring, and
the growth of transnational corporations with their new forms of flex-
ible global production. These factors intensify organizational change .
for Southern nations, so that the same basic organizational changes
taking place in AmCo have far greater consequences for work-family
programs than in IndCo and TransCo. .

For instance, aithough AmCo workers faced employment insecu-
rity in terms of job shuffling, IndCo workers faced labor speedups and
massive layoffs. Similarly, whereas AmCo workers faced organiza-
tional restructuring in the form of authority decentralization and use
of tearns, IndCo faced a more invasive form of decentralization involy-

. ing the physical displacement of workers and new tensions of com-

muting, Third, whereas AmCo's changes in corporate ownership were
relatively smooth, those at TransCo were intensified by conflicting
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studies of TNCs. Moreover, TransCo illustrates a case in which the
Jlaws of U.S. policies are exacerbated overseas, Many studies have
pointed out how there is a stratification of work—family policies in
the United States along lines of race, class, gender, and marital sta-
tus (Bergmann, 1998; Glass and Estes, 1997; Wexler, 1997). Although
this is also true of AmCo, this study has shown how global forces have

- magnified such dynamics in TransCo. Finally, given the difficulties of
negotiating work-family programs in TransCo's mergers, it would be
interesting to know more about successes and failures of integrating
such policies in gther transnational corporate alliances.

Finally, research should acddress the relative benefits and costs of
organizational change for work—farnily policy. An optimistic finding of
this study is that organizational change can create positive outcomes
for work-family policies (alongside the negative ones). In fact, this
happened in all three firms: In AmCo, managers demonsirated an
unnsual commitment to job security; in IndCo, managers offered new
policies for transportation in TransCo, managers developed a wide
array of work—family benefits for employees at the top of the firm and,
at the very least, new employment opportunities for Eomn at bottom,
Thus, more investigation is needed to disentangle fhe processes by
which change turns good versus bad, and to help determine what
types of organizational changes are conducive to better worl—family
policies.
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