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The Study 
 
 
The Danish National Institute of Social Research carries out a research programme on the Open 
Labour Market, to be concluded in 2002. The research programme is initiated by the Ministry of 
Social Affairs. 
 
This working paper presents the results of a case study in a Danish industrial company, the 
intention being to cast light on the relationship between re-organisation and marginalisation. 
The paper shows that the re-organisation of enterprises from traditional to more flexible forms 
of organisation can affect marginalisation in a  number of ways.  
 
The management and the employees in the case company have cooperated in the research with 
great interest and openness, which was of crucial importance for its completion. Thanks go out 
to the company and its employees. 
 
The research was conducted by Deputy Head of Research Unit at the Danish National Institute 
of Social Research, Ivan Thaulow, Master of Political Science, and Work Pychologist Claus 
Friche, Master of Psychology, from The Occupational Clinic of Medicine at Skive Hospital, 
Denmark. 
 
The paper is thus the result of a collaboration between the Occupational Clinic of Medicine at 
Skive Hospital and The Danish National Institute of Social Research. 
 
The study presented in this paper is co-financed by the Danish Research Counsils (welfare 
research) under the research programme: “Human Resources in Working Life”. 
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1. Transition from Traditional to Modern Organisation of Work 
 
 

1.1. Introduction 
One of the most controversial changes in both private and public enterprises throughout the 80s 
and 90s was the transition from so-called traditional enterprises to more modern and flexible 
enterprises (Appelbaum & Batt, 1994, Best 1990, Osterman, 1994, Piore & Sabel, 1984, Wo-
mack et al., 1991). That is, enterprises which, to put it simply, are characterised by traditional, 
hierarchical organisations with many middle managers, individual narrow jobs, low degree of 
autonomy, and limited use of continuing training change to enterprises which are characterised 
by more flexible and flat organisations with few middle managers, group-oriented broad jobs, 
high degree of autonomy, and widespread use of continuing training and education (Csonka, 
1998, and Navrbjerg, 1999). 
 
To a large extent, this type of transition seems to be an international phenomenon which can be 
observed throughout the western world (OECD, 1996). This makes it a very suitable theme for 
international debate. 
 
The majority of the literature concerning the consequences of this transition for the working 
conditions, environment, etc. of employees indicates and discusses the positive development 
opportunities which arise from the modern and flexible enterprise (Lewin & Stephens, 1995, 
NUTEK, 1996, Lawler et al., 1995, Womack et al., 1991 and Piore & Sabels, 1984). However, 
the question is whether the transition from traditional to more modern, flexible organisations 
can also imply increased demands for qualifications and intensification and thus lead to new 
forms of marginalisation and, in the end, exclusion of vulnerable employees (Lantz & Scon-
fienza, 1994 and Thaulow, 1998). 
 
If the transition from traditional to modern, flexible types of organisation has the unintentional 
effect that new forms of marginalisation are created, it is vital to have these identified. Without 
knowledge of such marginalisation mechanisms, there is a risk that a development which is 
intended to improve human resources will, in fact, cause them to disintegrate. Therefore, it is 
important to ascertain the nature of this marginalisation and what can be done at enterprises to 
avoid or reduce it. 
 

1.2. The Objectives of this Paper 
The objectives of this paper are firstly to advance a conceptual apparatus which enables 
discussion of marginalisation in relation to developments of work organisation at specific 
enterprises. This includes establishing a model of the enterprise-relevant conditions which must 
be assumed to play a particularly important role in the scope and nature of the marginalisation 
which occurs at a given enterprise. 
 
Secondly, through a specific study of a Danish enterprise, the paper will ascertain the 
implications the transition from traditional to more modern types of organisation seems to have 
for marginalisation at the enterprise in question. 
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2. The Traditionel Debate Regarding Marginalisation in the 
Labour Market 

 
 
For many years, research into marginalisation in the labour market has been macro-oriented and 
thus dominated by quantitative problems. This means problems such as: How many people have 
been marginalised, who are they, and where are they to be found in the labour market? (Hussain 
& Geerdsen, 1997, and Hussain, 1998), and how does the group grow or diminish over time? 
(Ingerslev & Pedersen, 1998, and Ploug, 1990). 
 
Correspondingly, the most commonly applied definitions of marginalisation have been based on 
the length of time a person has been unemployed. If a person has been unemployed frequently 
and for long periods, he is typically considered to be very marginalised. However, few, short 
periods of unemployment, or no unemployment have been perceived as implying no 
marginalisation 
 
These quantitative views are important in macro analyses which aim at estimating the size of the 
marginal group or future expenditure on labour-market-policy measures etc. However, these 
views are often detached from an understanding of the more qualitative causes of margina-
lisation. This implies the causes linked to the individual enterprise, its market position, the 
working environment, organisation of work, etc. 
 
In contrast to this, a fundamental assumption in this paper is that the content and organisation of 
work have a significant influence on who is marginalised, and the reasons for this happening. In 
order to support this assumption, the paper will bring the marginalisation debate into the 
enterprise, partly by establishing a micro definition of marginalisation, and partly by identifying 
the internal conditions at an enterprise which seem significant for who is marginalised at a given 
enterprise, and why. 
 
The focus here on the relationship between changes at enterprise level and marginalisation 
means that marginalisation is not primarily perceived as a condition associated with the 
individual. Although in its specific manifestation marginalisation will always be individual, it is 
assumed to be strongly dependent on structural conditions in its point of departure. 
Marginalisation is regarded as a structural imbalance between the resources possessed by a 
given employee and the demands placed by the employee's work1. At enterprise level, this  
 
implies that the way work is organised, the demands placed by work on employees, and 
employees' framework for managing these demands can be expected to play a significant role in 
who is marginalised and how they are marginalised. 

                                                 
1 A corresponding notion can be seen in, e.g. Penn, Rose, & Rubery (1994), where they describe a mis-match 

between job skills and own skills, and where they examine the consequences of this mis-match for job 
satisfaction and motivation/commitment. 

 





3. Transition and Marginalisation 
 
 
This paper does not only focus on enterprises in general, but also specifically on enterprises 
which are in the process of converting from traditional to more modern types of organisation. 
 
To perceive and analyse transitions at an enterprise in a marginalisation perspective can be 
described as an undefined field of research. The literature only includes the rudiments for ana-
lyses which address the relationship between changes at an enterprise and marginalisation. Four 
different rudiments, which can each contribute to the marginalisation debate are described 
briefly below.  
 
Firstly, there are analyses which demonstrate that changes in the organisation of work can lead 
to increases in qualifications requirements (Gallie et al. 1998, Vallas 1990, Kern & Schumann, 
1984).  
 
Secondly, there are studies which indicate that transition to new, flexible types of organisation 
(primarily changes towards lean production) can imply increases in the intensity of work and 
work rates so that the psycho-social burden of work is increased (Berggren, 1993, Stewart & 
Garrahan, 1995, and Taplin, 1995). 
 
Thirdly, there are analyses which highlight an increasing degree of individualisation of work 
which can undermine employee solidarity and collective resistance to, e.g. poorer working 
conditions (Berggren, 1993, Skorstad, 1994, and Lewchuk & Robertson 1997). Although none 
of these three types of analysis are specifically about marginalisation, they highlight changes 
which are likely to be significant for who is marginalised and why. 
 
Finally, the theory of flexible enterprises also contributes to the debate on marginalisation, in 
that it highlights how the flexible enterprise focuses on core employees at the cost of more 
peripheral employees (Atkinson, 1987). In contrast to the other rudiments, this approach is 
interesting in that it indicates that an individual employee's risk of marginalisation is not only 
determined by the demands and contents of work, but also the employee's position (e.g. 
temporarily employed). 
 
These four rudiments all have in common that, in contrast to the macro approach, they indicate 
that the changes which occur at enterprises can, to a large extent, be relevant for the 
marginalisation which occurs at the individual enterprise, and thus also marginalisation 
in the labour market in general. 
 
These different rudiments provide a constructive, yet fragile, basis for creating a conceptual 
framework to understand the significance of the transition process for marginalisation. How-
ever, none of the rudiments unite conclusively the transition and marginalisation perspectives. 
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4. Marginalisation at Enterprise Level 
 
 
In Scandinavia, the transition from traditional to more modern, flexible types of organisation 
typically involves making better use of human resources by allowing employees more 'space' 
and better development opportunities2. This is precisely why it is important to be aware of any 
unintentional effects which undermine and disintegrate human resources instead of enhancing 
them. Marginalisation is an important example of such an effect. 
 
At enterprise level, marginalisation can be defined as a social process under which an 
employee is increasingly perceived as a less important part of the workforce, either by 
colleagues or by management. The ultimate result of marginalisation is that the person is 
excluded entirely from the enterprise, i.e. the person is dismissed or resigns. 
 
Marginalisation is not perceived here as merely a change in circumstances, but as a process 
where many different conditions (e.g. personal, social, and qualificational) can combine and 
influence each other. With regard to changes at an enterprise, the central marginalisation issue is 
the extent to which the change supports processes of this nature, or whether, in contrast, it 
actually inhibits or stops them. 
 
Change-related marginalisation processes can be divided in two; a latent and a manifest. 
 
Latent marginalisation means an imbalance between the total resources of an employee and 
the demands placed on the employee by work. Latent marginalisation will inevitably arise in 
connection with any large reorganisation. If an enterprise introduces new technology, employees 
who know nothing about the technology will become a victim of latent marginalisation as, in 
the short term, they will not be able to use the new technology. Or else, if a specific 
reorganisation places significantly greater demands on internal cooperation between employees, 
those employees who find it difficult to cooperate will become victims of latent marginalisation. 
 
Such an imbalance between resources and demands does not have to be recognised by either the 
person himself or his surroundings. However, if the mis-match persists, in the long term it will 
presumably present problems for the employee in question. This does not mean that latent 
marginalisation always leads to problems. With favourable conditions the imbalance between 
demands and competencies can become a source of continuing technical and personal 
development. For example, this may be the case if changes in demands are not too great in 
relation to the employees' resources, if employees are able to adapt themselves to the 
competencies which are necessary to live up to the new qualifications requirements, or if 
employees have a positive attitude towards personal development. 
 
In contrast to latent marginalisation, manifest marginalisation affects the social and realisation 
(ontological) aspects of the process, that is, that the surroundings experience and assess that a 
specific person (or group of people) have problems living up to the demands of work. This part 
of the process, where the individual is stamped 'weak' or 'marginal' can be called social branding 
or stigmatisation. If an enterprise introduces new technology, it will not be surprising if, at first, 

                                                 
2 This Scandinavian trend contrasts in part to developments in other parts of the world. In simple terms, there 

have been two different development trends. Firstly a 'Scandinavian' which arises from sociotechnology and 
aims at developing human resources at work. Secondly the 'Japanese' which was inspired by concepts such as 
'lean production' and which can be regarded as a new Taylorisation of work, c.f. Frölich & Pekruhl, 1996.  



employees find it difficult to operate it satisfactorily. However, as time goes by and most adapt 
to the new situation, it will be noticeable that some will continue to be unable to operate the 
new technology. At the time where the surroundings no longer consider this acceptable, 
marginalisation will become manifest. 
 
The term 'manifest' emphasises that ultimately whether or not a person is marginalised is 
determined by the general norms and values of the surroundings, including norms for what an 
employee must be able to do in a given job, and by more specific attitudes and prejudices. 
 
The relationship between latent and manifest marginalisation 
Although there often seems to be a relationship between latent and manifest marginalisation, 
this relationship is far from automatic. Firstly, latent marginalisation will not always result in 
manifest marginalisation, far from it. In most situations where the demands of work change, 
there will be a prevalent expectation that after a certain length of time employees will be able to 
tackle these new demands without significant problems. Although latent marginalisation is 
involved, this does not naturally lead directly to social branding. However, if, after a longer 
period of time, an employee is not actually able to honour the new demands, social branding 
will begin. Colleagues will start to wonder why, and the surroundings will slowly begin to alter 
their opinion of the person in question. 
 
On the other hand, manifest marginalisation can also occur without latent causes. For example 
where prejudices dominate employees' expectations of each other. If there is a general attitude at 
a workplace that certain groups of workers (disabled, immigrants, or older employees) are 
second-rate workers, this will lead to manifest marginalisation of people in these groups 
irrespective of how the individual employees carry out their work. 
 
From the perspective of transition, the fact that latent marginalisation does not necessarily lead 
to corresponding manifest marginalisation means that there must be conditions which modify or 
compensate for increased latent marginalisation. These conditions are referred to below as 
'compensatory mechanisms'. 
 
Compensatory mechanisms 
Compensatory mechanisms can be many things and can be found at many levels. For example, 
at the individual level an employee’s psychological resources are an important compensatory 
mechanism. Employees who are mentally positive towards change and who have the personal 
resources to cope with change will be in a better position to manage the transition process than 
employees who do not possess these qualities. At the group level, significant compensation may 
be found in the group's ability to show consideration and to help each other. At the enterprise 
level it may be the enterprise’s ability to train its employees. 
 
The following concentrates solely on compensation which affects group and enterprise levels, as 
the intention of this paper is primarily to demonstrate the more structural reasons for 
marginalisation and to illustrate how transition-related marginalisation can be minimised from 
the point of view of the enterprise. 
 
Examination of social science literature, which at the enterprise level deals with how to 
compensate for unintentional effects of changes, provides inspiration. For example, there is 
working-environment research that shows that employee influence and social support modify 
negative changes in the working environment. In education research there is a fundamental 



assumption that education and training (conducted in the right way and to the correct extent) can 
compensate for any change in enterprises' qualifications requirements. 
 
Thus there is nothing new in the idea that enterprises can compensate for the different negative 
implications of changes which they implement. With regard to the debate on marginalisation, 
the question is what conditions are relevant to consider as being compensatory? This question is 
illustrated in the case description below in section 5.4. 
 
A simple marginalisation model 
On the basis of the above considerations regarding marginalisation and compensatory 
mechanisms, the relationship between change and marginalisation can be illustrated as shown in 
figure 1: 
 
Figure 1. 
Simple Model on the Relation Between Change, Latent and Manifest Marginalisation 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
On the basis of this simplified model3 the following section illustrates and discusses the 
implications of change through a description of changes at a Danish industrial company. The 
objective of the case description is to illustrate how, on the basis of the model, it is possible to 
analyse the relationship between transition and marginalisation in practice. 
 
 
 
 

                                                 
3 The model is extremely simplified in that it concentrates on a few, selected influences. For example, it does not 

include feed-back effects or internal effects between mediatory aspects such as, e.g. norms and compensatory 
mechanisms, although there is clearly a relationship between norms at a workplace and the scope of e.g. social 
support. 
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5. Transition and Marginalisation at a Danish Industrial Company 
 

5.1. The Prindo Company 
Prindo is a Danish industrial company with 420 full-time employees. Prindo produces printed 
circuit boards for further processing in the electronics industry. 
 
In the early 90’s there was a crisis at the company with dramatic drops in turnover and a 
significant proportion of the workforce was made redundant. Since this crisis, Prindo has 
experienced recovery. Turnover and production have increased steadily and there has been no 
indication of further financial crisis. 

 
Over the last ten years the company has been in the process of a rather classic reorganisation 
from a hierarchical company with many organisational layers to a flatter organisation with 
fewer middle managers and increased use of management by objectives and framework. This 
development was significantly advanced by the crisis in the early 90’s. 
 
About 350 of the company's staff are unskilled production workers. Production takes place in 
two halls. In the first hall, preliminary fitting of printed circuit boards takes place. This part of 
the process is highly mechanised. Final fitting, which has not yet been mechanised takes place 
in the second hall. Most of the work here involves fitting components by hand, soldering, 
testing, and final fitting. This work is primarily carried out by full-time, unskilled workers. 
Three-quarters of these workers are women. 
 
The following focuses on the changes in manual production, as this part of the work 
organisation has undergone the most extensive reorganisation. The description and analysis are 
based on 22 interviews with company employees, including factory managers, administrative 
managers, 2 shop stewards, 2 safety representatives, all 6 middle managers in the production 
departments, and 18 manual production employees. The interviews were carried out in May - 
June 1999. 
 

5.2. Reorganisation of Manual Production 
Manual production work has undergone extensive reorganisation since the early 90s. At that 
time work was very traditional and solitary with few, and typically monotonous, work 
functions. Individual employees had fixed workplaces where they sat and performed very few 
functions. Employee influence was minimal in that middle managers controlled the work of the 
individual employee in detail. Physical fatigue was significant and many employees suffered 
from serious physical health disorders. 
 
During the 90’s the organisation of work was gradually changed so that today it is far more 
varied and flexible. The individual employee typically has several work functions and rotates 
between these functions. Work has been organised in groups. Work is therefore somewhat 
more varied and employees have much more influence on the specific organisation of work 
within the groups than before. 
 
Work organised in groups 
Work is organised in autonomous groups. This implies that, within a certain framework, groups 
organise their day-to-day work themselves. Within this framework employees divide tasks 



between themselves, agree on any rotation programmes, decide the number of employees 
required, decide overtime requirements, and agree on individual working hours, etc. 
 
As the group itself delegates work, the group becomes a unit which transforms and modifies the 
enterprise's requirements of the individual. In practice, there is a great degree of informal 
specialisation within the groups. That is, group members themselves agree who is to perform 
which tasks and at what time. Although most employees should in principle perform a large 
number of different functions, it is not unusual that many group members only perform a small 
proportion of these functions. The functions which the individual employee actually carries out 
and the skills required of the individual in practice are entirely determined by the group's choice 
of job delegation. 
 
In general, a significant extension of responsibilities has occurred. Employees must perform 
more different types of work than before. Today, therefore, most employees have jobs which 
include both core functions such as manual fitting, soldering, final fitting, and/or testing, as 
well as special functions such as coordination, computer functions, quality control, etc. 
Responsibilities have thus extended both horizontally and vertically. 
 
Moreover, with the transition to work organised in groups, a considerable increase in the 
significance of group-dynamics for the quality of work, etc. has occurred. When work is 
organised in groups, the way the group functions is decisive for both the process and the results. 
If the work of two groups with the same requirements and the same resources is compared, very 
different results will often be observed, depending on how the groups function internally. 
 
Work organised in groups was introduced for both production and personnel reasons. The 
production reasons were that organisation in groups was to contribute to enhancing 
productivity, create greater flexibility in performing tasks, and improve the quality of the 
printed circuit boards. The personnel reasons were to reduce physical fatigue and make work 
more varied and interesting. The significance of the latter became more pronounced as the 
company found it increasingly difficult to recruit new (especially young) employees for manual 
work. 
 
Overall, the transition from individually organised work to work organised in groups seems to 
have been the most difficult individual change in the reorganisation at Prindo. It was much 
more far-reaching than originally envisaged. 
 

5.3. Changed Requirements and Latent Marginalisation 
A number of the changes which, according to the literature, can be expected in work 
requirements, are also apparent at Prindo. This applies to demands for greater personal 
qualifications such as multi-functionality, responsibility, flexibility, and ability to cooperate, as 
well as more general requirements of better computer, language, or mathematics skills. 
 
The greater demands on employees' personal qualifications arise primarily because organisation 
in groups involves an extension of employees' tasks and their independent 'space'. There are 
more demands that employees use their greater freedom responsibly. This implies requirements 
that the individual employee understands and to a large degree also can and will adapt to the 
conditions and demands of production. Employees who find it difficult to conform to this 
mainstream attitude will not fit in to work organised in groups and will tend to appear as 



inflexible, recalcitrant or unconstructive. Therefore, there will not be much room for such an 
employee in work organised in groups. 
 
In addition, employees organised in groups have to manage a number of complications of a 
social nature. What happens if there is conflict within the group? How should informal leaders 
be tackled? Can 'bullying' be accepted? What happens to colleagues who do not live up to the 
group's norms? This places great pressures on groups; pressures which many employees are 
neither prepared nor qualified to manage. Thus, requirements that groups manage a number of 
complications, including social complications, increase social and psychological demands on 
employees. 
 
Developments at Prindo in many ways confirm that the transition from traditional to flexible 
work places a number of new demands on employees. 
 
When the specific organisation of work is studied in more detail, it seems that the changes were 
not quite as significant as could be expected from a first analysis. For example, although an 
employee may have more work functions within the rotation schemes, most of the work the 
typical fitters perform is unchanged. Similarly, most of the day-to-day work remains solitary, 
although there are greater demands for cooperation, teamwork, etc. Also, even though the 
groups are autonomous, there remain many things which they can not decide. 
 
Thus there is a duality in the changes in that they appear very extensive, but their specific 
content seems to be less extensive. In other words, changes and the greater demands appear 
more as potential threats than as actual problems. 
 
Other tendencies towards latent marginalisation 
In addition to the new demands, other tendencies towards latent marginalisation can be 
identified at Prindo. These are that the weak and vulnerable employees become even more 
vulnerable than before because of the reorganisation. 
 
Therefore, the transition to work organised in groups has implied increased exposure of 
vulnerable employees' weaknesses. Where, in individualised organisation of work, such 
employees have been able to 'hide' in less demanding work tasks, this becomes more difficult in 
autonomous groups. Individuals' working skills and conditions become more visible in the 
group organisation. The same applies for the costs which colleagues may have to suffer as a 
result of the group including people who, for one reason or another, are not entirely as qualified 
or productive as the others. 
 
Furthermore, developments indicate that the weakest employees in a group are left to 
themselves. This is partly because middle-management are at a greater distance from the 
groups, and therefore it has no insight into the day-to-day problems of the group. Thus, it is 
difficult for middle-management to provide the help and support the weakest need. 
 
Overall, a number of clear tendencies towards latent marginalisation can be identified at Prindo. 
It is extremely hard to assess the number of employees affected by this, but one of the well-
informed middle managers estimated that about 20 per cent of employees can be described as 
victims of latent marginalisation. 



5.4. Compensatory Mechanisms 
Latent marginalisation was modified by two compensatory mechanisms in particular at Prindo. 
The informal division of work in the groups and the rather extensive education and training 
activities. 
 
The informal division of work in the groups implies that the groups protect each other 
against the full demands of the new organisation of work. By agreeing informally that a 
colleague performs more difficult parts of a person's work (e.g. testing or using the computer), 
demands on the person being protected are reduced. The problem with this strategy is that the 
person being protected does not (at first) acquire the qualifications which the job are actually 
requires. Even after the group has been working for 1-2 years there are examples of informal 
divisions of work within the group which deviate significantly from what management perceive 
as 'normal'. 
 
Education/training activities for production staff have been significant throughout the 
reorganisation period. 
 
Collective continuing training has been extensive. Because of the considerable differences in 
work pressures in low and high seasons, each year an extensive training programme is planned 
for the low season. Every spring, a large number of employees are sent on carefully planned 
courses. These may be both technical and general courses. On average, employees are on 
courses or the like for several days each year. Some are on courses for up to a week. 
 
The system for individual continuing training is also well developed. Via annual employee 
interviews, education/training requirements and requests are collected for individual employees. 
Attempts are then made to transfer these requirements and requests into specific training 
activities. This system seems to function fairly well, particularly for employees who can make 
and formulate specific training requests themselves. 
 
Therefore, in parallel with the reorganisation, comprehensive continuing training has taken 
place. Although most of the adaptation to the new requirements has been through day-to-day 
work, there is no doubt that the training activities have advanced employees' technical and 
personal development. Therefore, training has contributed to enabling employees to live up to 
the new requirements. This applies for both technical and general requirements. 
 
However, it should be added that a requirement for continuing training has developed and a 
small number of employees have difficulty living up to this requirement. These are typically 
older employees who have previously experienced poor results from school and education. 
 
Finally, it seems to be significant that the reorganisation took place gradually and relatively 
slowly. For example, the autonomous groups have developed gradually from covering only a 
few areas of production to covering almost the entire production. Also, the initial very limited 
competence has developed to competence in more and more areas. 
 
This has meant that demands have increased gradually and thus employees have become better 
able to acquire new skills during the process. At the same time, it has also been possible to test 
and correct new ideas so that they can settle in the organisation. This may be an important 
reason why resistance to the reorganisation has not been particularly pronounced. Experience 
from Prindo indicates that gradual transition, which allows time to correct the way in which 



things are done and allows employees to adapt to changes, contributes to reducing latent 
marginalisation. 
 

5.5. Manifest Marginalisation at Prindo 
Although a number of definite tendencies towards latent marginalisation can be demonstrated, 
these are only reflected in manifest marginalisation to a limited extent. 
 
The most significant tendency towards manifest marginalisation is regarding management 
and staff's assessment of employees who deviate because they are unwilling to cooperate, they 
are unconstructive, etc. 
 
Compared with earlier work, the new and more flexible work emphasises participation from the 
individual employee and constructive interplay in day-to-day work. To a larger degree, day-to-
day management is through goal and value management rather than detailed management and 
control. For example, where supervisors previously put people to work, controlled employees 
and took all important decisions in a department, there are now autonomous groups which 
organise work and working hours themselves. In order for this to work, there are far greater 
demands for employees to be responsible, cooperative, and constructive. This implies that 
employees who do not live up to these demands may find it very hard to cope. They will almost 
inevitably experience conflicts with both management and colleagues, and will often appear as 
negative people who defy or sabotage the work team. In the long term they can therefore find it 
difficult to cope with the workplace and will thus often be less valued members of the team. 
 
This marginalisation due to 'attitude' becomes more distinct in the autonomous groups. In 
groups where cooperation is most developed, demands that everyone participates actively and 
constructively in day-to-day work and helps solve daily problems and conflicts can be 
considerable. Furthermore, these groups may have a tendency to form almost closed in sub-
cultures which do not allow much space for colleagues with different attitudes or behaviour. 
 
An interesting aspect in marginalisation due to attitude is that it appears more clearly as a norm 
than seems to be justified by the actual changes in work! Examination of how organisation of 
work functions in practice with informal division of responsibilities, relatively limited 
cooperation, etc., does not entirely correspond to the significant shift in norms which managers 
in particular represent. Perhaps it could be said that norms are 'in front of' actual developments. 
Or perhaps expectations of how things will develop from norms rather than reality itself. 
 
It is thought-provoking that marginalisation due to attitude seems to apply to completely 
different groups than those which are normally considered as marginal in the labour market, for 
example groups such as the elderly, women, or immigrants. Thus, reorganisation-related 
marginalisation seems to break with more traditional marginalisation in this respect. 
 
Although marginalisation due to attitude is significant, the interviews at Prindo give an 
impression that the extensive latent marginalisation has not had such an impact as the manifest 
marginalisation. 
 
As mentioned above, this is presumably partly because the new demands have not (yet) had 
their full impact on day-to-day work, and partly because of the compensatory mechanisms 
which have taken place in the informal division of work and the extensive training activities. 



Fejl! Ukendt argument for parameter. 

5.6. The Enterprise Closes in on itself 
In one way, developments have clearly resisted marginalisation in that job security during the 
transition process has been considerably improved for the full-time production staff. However, 
temporary employees on short contracts have paid the price for this development. 
 
About five years ago, a contract between management and staff was established at Prindo. 
Under the contract, management is provided with greater flexibility and in return, the staff has 
greater job security. Flexibility is enhanced because the contract allows employees fewer 
working hours in the low season, while there are more working hours during the high season. 
Job security has been improved because the contract stipulates that the normal fluctuations in 
work will be covered by employing external workers on short contracts. Where previously a 
number of the full-time employees had been laid off during the low season, all full-time staff 
are now kept on. New employees are now only employed on short contracts during the high 
season. 
 
The results of this are obvious. The full-time staff feel more secure, and therefore a good basis 
has been established for high motivation, mutual confidence, and long-term skills development, 
etc. On the other hand, it is much more difficult to obtain full-time work at the company. 
 
This trend is underpinned by the spread of autonomous groups. The groups' internal loyalties 
overshadow consideration for people on the outside who want a job at the company. Therefore 
there are strong incentives within the groups to help keep hold of colleagues, even though these 
colleagues may find it difficult to cope with the new demands of work. And the more 
independence a group has, the more difficult it becomes for management to intervene in the 
group's social interplay. If a group wants to keep a colleague in spite of possible problems, it 
can be very difficult for management to intervene by, e.g. transferring or firing the person. 
 
This development is not without its problems for the company. Management is also not entirely 
satisfied with the fact that in the future they will have to make do with poorly qualified full-
time employees. This is particularly inappropriate at times when many well-qualified staff leave 
the company. 
 
In addition, the recruiting process at the company has become much tighter in recent years. 
There are indications of a company which is closing in on itself. That is, closing itself around 
the employees who, at a given time, are employed full time. 
 
Much of the logic behind this development is that the induction period and therefore induction 
costs have increased in line with work becoming more and more complex. In the manual part of 
production, where previously it was possible to almost take people in from the street, there is 
now a induction period of about six months. Thus, the financial incentives to retain or recruit 
have changed, so that it has become more attractive to rely on existing staff. 
 
If this image of many companies in the process of closing in on themselves and their employees 
is correct, then there are indications that the marginalisation problems of the future will perhaps 
increasingly concern exclusion rather than retention. 
 
The example does not only illustrate this tendency towards exclusion. It also illustrates that at a 
general level, marginalisation can be created politically (c.f. Peck 1996). This political alliance 
between management and full-time staff determines that an employee on a short contract, by 
definition, is in a very marginal position within the enterprise. 



 

6. Conclusion 
 
 
Conceptually, this paper points out that, when discussing the implications on marginalisation of 
enterprises’ transitions, it can be beneficial to distinguish between latent and manifest 
marginalisation. Latent marginalisation means that transition creates an imbalance between the 
individual worker’s resources and the demands which are created when the work is reorganised. 
Employees who are not able to live up to the change in demands can be regarded as latently 
marginalised. Manifest marginalisation means that the work surroundings register this type of 
imbalance as being a problem for certain, distinct individuals, who are therefore assessed as 
being less significant. These types of employees can be regarded as manifestly marginalised.  
 
Although wide-spread latent marginalisation exists, it doesn’t necessarily have to result in 
marginalisation being manifested. This is due to, among other things, the fact that several 
things can compensate for latent marginalisation, and therefore minimise or prevent further 
consequences. In the described case study, this mainly involves extensive educational activities, 
as well as the groups’ opportunities and abilities to organise their own work.  
 
By means of a description of a transition in a Danish industrial company, attention is brought to 
three important marginalisational perspectives on the transition from a traditional to a 
more flexible form of work organisation.  
 
First of all, transition brings with it a series of clear tendencies towards latent marginalisation. 
Partly, requirements for personal and general qualifications are growing, and partly there is a 
tendency towards the demand that groups themselves must be able to handle internal social 
conflicts and difficulties, an increased focus on the exposed workers’ weaknesses, and the 
weakest workers in the groups are increasingly left to themselves.  
 
Secondly, the transition shows, at least in one particular point, that it causes manifested 
marginalisation. It involves employees who attitudinally differ, by being uncooperative, anti-
social, unconstructive or the like. Both from the side of management and from the side of the 
employees, these kinds of people are considered to be the most problematic and exposed type 
of employees in a company. By virtue of the changed work organisation, these workers become 
manifestly marginalised.  
 
This attitude-based marginalisation runs across the groups that normally are considered to be 
marginal; that means, for example, groups like the elderly, women, or immigrants. In that way, 
the marginalisation pertaining to transition breaks the known patterns of the more traditional 
type of marginalisation. 
 
Thirdly, the development has meant a polarisation between insiders and outsiders. Thus, job 
security during the transition process became markedly better for the permanently employed 
workers, at the expense of the temporarily employed. This indicates that marginalisation 
problems of the future will perhaps increasingly concern exclusion rather than retention. 
 
In sum, the paper calls attention to that, in connection with the transition from a traditional to a 
more modern and flexible work organisation, it can be very relevant to consider which 
consequences to marginalisation a transition can have to the employees, as well as what 
the enterprise can do to modify or moderate these consequences.  



Fejl! Ukendt argument for parameter. 



Literature 
 
 
Appelbaum, E. & Batt, R. (1994) 
The New American Workplace. New York: Cornell University Press. 
 
Atkinson, J.  (1987) 
Flexibility or Fragmentation? The United Kingdom Labour Market in the Eighties. Labour and Society. 
 
Benders, J. et al. (1999) 
Useful but Unused - Group Work in Europe. Findings from the EPOC-Survey. European Foundation 
for Improvement of Living and Working Conditions. Dublin. Ireland. 
 
Berggren, C. (1993) 
Lean Production. The End of History. I Work, Employment, and Society 7,2. 
 
Best, M. H. (1990) 
The New Competition. Oxford: Blackwell Publishers. 
 
Csonka, A. (1998) 
Virksomheder under forandring. Socialforskningsinstituttet. Arbejdsnotat. 
 
Csonka, A. (1999) 
Ledelse og arbejde under forandring. København: Socialforskningsinstituttet. Rapport 00:2 og Køben-
havns Universitet, Institut for Statskundskab, Ph.d.-serie 2000/2. 
 
Frölich, D. & Pekruhl, U. (1996)  
Direct Participation and Organisational Change. Fashionable but Misunderstood? An Analyses of 
Recent Research  in Europe, Japan and the USA. European Foundation for the Improvement of Living 
and Working Conditions. Dublin, Ireland. 
 
Gallie, D. et al. (eds.) (1998) 
Restructuring the Employment relationship. Oxford, Clarendon Press. 
 
Hussain, A. (1998) 
Marginalisering i regioner 1990 og 1994. København: Socialforskningsinstituttet. Rapport 98:10. 
 
Hussain, A. & Geerdsen, L. (1997) 
Erhvervene og de langtidsledige. København: Socialforskningsinstituttet. Rapport 98:8. 
 
Ingerslev, O. & Pedersen, L. (1998) 
Marginalisering 1990-94. København: Socialforskningsinstituttet. Rapport 96:19. 
 
Kern, H.& Schumann, M. (1984) 
Das ende der arbeitsteilung. Rationaliserung in der industriellen produktion. München. 
 
Lantz, A. & Sconfienza, C. (1994) 
Working in Groups in Swedish Industry. Solna: Sweden’s National Institute of Occupational Health. 
 
Lawler III, E.E. et al. (1995) 
Creating High Performance Organizations. San Francisco: Jossey-Bass Publishers. 
 
 



Lewchuk, W. & Robertson, D. (1997) 
Production Without Empowerment: Work Reorganization from the Perspective of Motor Vehicle 
Workers. In: Capital & Class, nr. 63. 
 
Lewin, A.Y. & Stephens, C. U. (1995)  
Designing Postindustrial Organizations: Combining Theory and Practice, i: Huber, G. P. & Glick, W. 
H. (eds.) Organizational Change and Redesign. New York: Oxford University Press. 
 
Navrbjerg, S. (1999) 
Nye arbejdsorganiseringer fleksibilitet og decentralisering - et sociologisk casestudie af fem 
industrivirksomheders organisering og samarbejdsforhold. København: Jurist- og Økonomforbundets 
Forlag. 
 
NUTEK (1996) 
Towards Flexible Organisations. B 1996:6. Stockholm: NUTEK. 
Penn, R., Rose M. & Rubery, J. (eds.) 1994 
Skill and Occupational Change. Oxford, Clarendon Press. 
 
OECD (1996) 
The OECD Jobs Strategy. Technology, Productivity and Job Creation. Vol. 1 og 2. Paris: OECD. 
 
Osterman, P. (1994) 
How Common is Workplace Transformation and Who Adopts It. Industrial and Labour Relations 
Review. vol. 47, no. 2. 
 
Penn, R., Rose M. & Rubery, J.  (1994) 
Skill and Occupational Change. Oxford, Clarendon Press. 
 
Peck, J., (1996) 
Work Place. The Social Regulation of Labour Markets. London: The Guildford Press. 
 
Piore, M. & Sabel, C. (1984) 
The Second Industrial Divide. Possibilities of Prosperity. NewYork. 
 
Ploug, N. (1990) 
Arbejdsløshedsrisiko og beskæftigelseschance. København: Socialforskningsinstituttet. Rapport 90:11. 
 
Skorstad, E. (1994) 
Lean Production, Conditions of Work and Worker Commitment. In: Work, Employment & Society, nr. 
15. 
 
Stewart, P. & Garrahan, P. (1995) 
Employee Responses to New Management Techniques in the Auto Industry. In: Work, Employment & 
Society, vol. 3, nr. 9. 
 
Taplin, I.M. (1995) 
Flexible Production, Rigid Jobs: Lessons from the Clothing Industry. In: Work & Occupations, vol. 22, 
nr. 4. 
 
Thaulow, I. (1998) 
Omstilling og udstødning. I Ressourcer og velfærd i arbejdslivet. Frydenlund. 
Vallas, S., (1990) 
The Concept of Skill B A Critical Review. In: Work & Occupations, vol. 17, nr. 4. 
 



Womack, J. P. et al. (1991) 
Princippet der ændrede verden. København: Trimmet Produktion, Centrum. 





Working papers published by the Danish National Institute of Social Research . 
Since 1.1.2000. May be downloaded from www.sfi.dk 
 
 

1:2000 Hansen, Hans: Scemes for Early Retirement from the Labour Market in eight Countries. 
Research Programme on Comparative Welfare State Research. 

2:2000 Rosdahl, Anders: The Social Responsibility of Enterprises.Some Conceptions and Perspec-
tives 

3:2000 Rostgaard, Tine: The Configuration of Corporate Social Responsibility: The Role of the 
Enterprise in a New Welfare Model 

4:2000 Vallentin, Steen: Ethical Investment – Comparing Developments in Denmark and the UK. 

5:2000 Poulsen, Hans Uldall: Differences between Unemployment Insurance Benefit Claimants and 
Social Assistance Benefit Claimants in the Norcic Countries. 

6:2000 Csonka, Agi: Flexible Mangement and Empowered Work – Myth or Reality? 

7:2000 Kvist, Jon: Activating Welfare States – Scandinavian Experiences in the 1990s. 

8:2000 Ploug, Niels: The Scandinavian Experience. Trajectories of Adjustment – Experiences, 
lessons and Perspectives 

9:2000 Sørensen, Martin Roed: Training, Wages and the Human Capital Theory. 

10:2000 Munk, Anders; Koch-Nielsen, Inger; Raun, Mette & Stax, Tobias Børner: Women and 
Homelessness 

11:2000 Hansen, Hans: Migrating Worker. 

12:2000 Csonka, Agi; Boll, Joachim L.: Home Care in Denmark. 

13:2000 Csonka, Agi; Boll, Joachim L.: IT Services in Denmark. 

14:2000 Boll, Joachim L.: Retail Trade in Denmark. 

15:2000 Holt, Helle:  Corporate Social Responsibility in a Danish Context 

16:2000 Rosdahl, Anders: The Social Responsibility of Enterprises. Employment of the Long-term 
Unemployed. the Disabled and Persons with a Reduced Capacity for Work 

17:2000 Thaulow, I. & Friche, C.: Changing Work and New Forms of Marginalisation in the Work 
Place 

 


