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1. Introduction 

 

Globalization has thrown companies, including SMEs (Small and Medium-sized Enterprises) into a new, 

global, unprecedented, unrelenting competition. Enterprises operate in an environment of increasing 

complexity. Moreover, the hyperbolic development of alliances, mergers, acquisitions and other major 

entrepreneurial manoeuvres accentuates the difficulty of decoding the capitalist reality because it 

stimulates the creation of complex networks of interrelations, interdependence and "co-operation". 

Nowadays we can detect four kinds of dangers1 that threat enterprises: 

 

1. The state threat: States and companies combine their efforts to conquer new markets at any 

cost. Our daily newspapers regularly provide examples of these new practices (the sending of 

"trainees" in companies, copying of products, etc.) 

2. Restructuring: Also known as a merging process. Buyouts of groups seeking a critical size 

sometimes in the form of "hostile" actions in which all moves are allowed. These genuine 

power battles involve companies against foreign competitors but also companies between 

them. 

3. The development of organized crime in the form of all types of trafficking by international 

networks with considerable resources. We know the real corruption that represents 

counterfeit goods (luxury brands, medicines, ...) and whose loss (for the G20 countries) is 

estimated at more than $100 billion a year, but we don’t have much information about tractors 

and construction machinery stolen and transported via special trucks to sponsors from the 

former Eastern countries as part of their equipment needs. 

4. Internal malpractice: for individual or social causes, this maliciousness is more and more 

numerous and worrying. 

 

This colloquium was organized in this context, and more particularly in relation to state threats, 

restructuring. But above all, the announcement of the closing down of Caterpillar. 

Caterpillar's announcement of its intention to close its Gosselies site has once again highlighted the 

multidisciplinary nature of the skills needed to support workers and subcontractors in the context of 

restructuring or shutting down companies. Other regions of Europe have faced the same realities. 

                                                           
1 Source: Handbook of Economic Intelligence - Security in light of the new balance of power, Luc Alloin, p. 281 
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Therefore, SOGEPA, the Charleroi Sud-Hainaut Strategic Development Committee (CDS) and the 

European Network of Regional Economic Development Agencies (EURADA) organized a colloquium to 

exchange experiences and good practices at European level. 

 

2. The symposium 

 

Different speakers highlighted the difficulties encountered and the solutions provided: Eindhoven in 

the Netherlands, Andalusia in Spain, Bas Rhin in France, Emilia-Romagna in Italy, the Kainuun Etu Oy 

region in Finland and the Walloon Region in Belgium. They all presented their existing initiatives. 

These territories, large or small, have all been confronted with the harsh reality of company closures 

or even the complete shutting down of an industrial site, leaving a social, economic and environmental 

disaster. 

Different scenarios have been implemented in these regions. Some actions overlap, are 

complementary or innovative, but all show a dynamic of territorial action. 

This report highlights them. They are structured in several parts: upstream, with a strong and 

structured anticipation policy, good practices highlighted and a strong strategy with respect to the 

peripheral economic fabric.  
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3. Content 

 

3.1 Upstream of the policy of anticipation 

All the speakers highlighted the essential nature of the good knowledge of the territory on which they 

worked. This implies knowing its economic and social fabric, working closely with the major companies 

and structuring companies in the territory and identifying intra-group international competition and 

companies with foreign capital, with a view to economic, strategic and territorial monitoring. 

The monitoring activity consists of collecting strategic information to anticipate changes and 

innovations. It also promotes the discovery of new ideas, ways of doing things, working methods… that 

could easily be applied in its own territory. 

Rapid changes in the economic world influence the information acquisition process and, consequently, 

the decision-making mechanism: the competitiveness of an organization and therefore its 

sustainability depends increasingly on its capacity to adapt and its speed of reaction in a complex 

environment. One must know the essential and then act fast. One must be adaptable.

The role of public or private organizations whose mission is to 

guide, support and develop a territory has a crucial role to play 

in the strategy of economic and territorial intelligence. They 

must equip themselves with the appropriate tools, both in 

terms of human resources and computer resources (strategic 

intelligence tools, the Hélix model and the business crash model 

needed for this important mission, so as to impose competence 

and not of "One-Stop Shop"). Hence the crucial importance of 

developing a network of contacts, without which it would be 

very difficult to gather all the necessary data. 
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3.2  Structural approach 

The implementation of the monitoring tools allows to have access to the fine knowledge of a territory 

and the organizations that compose it. It is also capable of measuring the structural changes whose 

impact on companies is not negligible. These structural changes are not always identified because the 

world moves quickly, very quickly. 

Therefore, a structural approach should be introduced to: 

• Organize structured public policies. 

• Ensure diversification and specialisation of territories (Harvard Ice) and the economic fabric. 

• Establish a cooperation strategy with neighbouring territories: create a genuine regional    

development dynamic. 

• Consider the social, legal and know-how framework. 

• Get out from cargo syndrome and institutional isomorphism (see below). 
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3.1 The actors to be involved  

 

The regional development mentioned above brings together a range of actors mobilised or to mobilise. 

The role of actor is inseparable from the one of a territory, an economy or a strategy. The actors 

appropriate a territorial reality by their actions. 

In the proposals of the various speakers, the establishment of a Task Force seems indispensable. These 

economic and social actors are important for more local action. It brings together and even overlaps 

the different actors in place with a more strategic and anticipatory approach. It is a non-exhaustive list 

of the forces in a concerned territory2 such as: 

• Cities and local authorities. 

• Regional administrations (employment, industrial policies, export, public financial tools, 

etc.). 

• Social operators (support for social economy projects, incubators, etc.). 

• Universities and research projects. 

• Groupings of banks. 

• Trade unions and employers' organisations. 

 

 

 

 

 

 

  

                                                           
2 The actors are not explicit in this document because their nature depends on the region or country in which 
they are located. 
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3.2  The actions to be taken  

 

The different local actors involved must set aside their differences and work together for the benefit 

of the entire territory. The actions to be carried out must be concentrated on the same objectives as: 

• Target the know-how of Clusters and other business groups. 

• Involve retraining units for workers (including support for start-up for some). 

• Activate European funds (European Globalization Adjustment Fund, ESF, ERDF, ...). 

• Create a local investment fund. 

• Create a group of employers (commitment of the company's staff in restructuring by pooling 

benefits). 

• Encourage the Revision of laws (eg Renault Law - In progress in Belgium). 

• Request a joint "Employment and Industry" Council at European level (request from Belgium 

still in progress). 

• Work on public takeovers of industrial sites (often for the symbolic €). 

 

3.3 The industrial site 

 

The industrial site in which the company operates is very important. It represents a property value that 

needs to be negotiated (usually for the symbolic €) to have room for manoeuvre for the future 

assignment (policy for the purchase of the site). 

However, attention is paid to pollution-related aspects depending on the nature of the activity carried 

out by the company leaving the site. Negotiations must also take place under these aspects in 

accordance with European legislation and the environmental legislation in force in the countries 

concerned.  
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3.3.1 The diagnoses of the site  

 

A precise diagnosis must be made to study the possible problems and potentialities of the site 

concerned. The following elements (non-exhaustive list) will be considered: 

• Energy, specific and / or evolving buildings, ancillary services, ... 

• Specific equipment (machines, tools, ...). 

• Logistics equipment (intermodality). 

• Identification of the geographical position (free zone, potential partners, ...). 

The know-how and skills of the workers will be highlighted by means of a land register. The levels of 

training of the workers are diagnosed to allow either a return to employment with the buyer of the 

site, or via another employer, or a support to the creation of a business (business plan, financial plan, 

study of market, marketing plan) to enhance the skills of some workers through self-employment. The 

volume of jobs linked to closure must also be considered and the achievement of the age pyramid will 

be able to orient the workers towards other solutions. Public actors have a role to play in the 

negotiation of "job suspension" and no immediate redundancies. 

 

3.3.2 Before the recovery 

 

At the announcement of the company’s shutting down, the economic, strategic and territorial 

intelligence team could provide important elements: 

• A short list of companies potentially interested in the site or having a nearby activity under 

development. Initial analysis and evaluation are required. 

• Macroeconomic information related to the company's activity (sectors, local, European and 

international competitors 

• The launch of a call for projects to: 

o Site rehabilitation 

o Activities and projects developed 
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3.3.3 The potential purchasers  

 

Once the call for projects has been launched, the projects of the candidate buyers will be analysed by 

the action of the strategic and territorial economic intelligence from different angles: to detect the 

processes of lobbying and manipulation of the states or the heads of group of companies as mentioned 

in the introduction to this document. State threats are a conjunction between a state and one or more 

enterprises to conquer new markets. Threats linked to restructuring under the guise of certain 

"opportunities" are more linked to short-term "windfall" than to a real structural development policy 

over time. 

For example: Fincuoghi 

Massive investments were promised by the Turkish company candidate for the takeover of the 

industrial site. Three years later, the company decided to no longer invest and transfer the 

manufacturing to the parent company in Turkey. There is a real strategy of capturing skills and know-

how. The acquisition of the Italian company allowed and still allow today the Turks to sell their 

production of earthenware with the label "Made in Italy". 

This is a real offensive on the part of the Turkish company towards the Italian company. The application 

of the concept of economic, strategic and territorial Intelligence would have made it possible to carry 

out a more specific study than financial on the real motivations of this redemption. 

 

3.3.4 The impact of the sub-contractors  

 

The closure of a company or a site is generally taken in terms of the loss of employment or even 

economic losses for a given territory. The consideration of subcontractors is a recent and innovative 

approach. A land register, carried out beforehand for each company in the economic, strategic and 

territorial intelligence section, with the active collaboration of the companies allows a fairly precise 

mapping of the subcontracting and therefore of measuring the impact of the closure. 

Specific sectoral studies should complement the analysis and allow specific support at the strategic, 

economic and financial level. Moreover, the better the recovery file is prepared the more likely it is to 

convince the players involved, including the banking world. 

A policy of anticipation should be carried out to prepare certain subcontractors who have, for example, 

a single customer: the large company located in a close perimeter. 



11 
 

This note is the first in a series of specific information on industrial 

reconversions. 

 


