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The impact of the use of subcontracting on organizational reliability an
safety

C. Guers, C. Martin & J.L. Wybo
Centre forresearch on risks and crises (CRC), Mines ParisTech, Sophia Antipolis, France

SUMMARY:: Subcontracting has become very widespread in contemporary socio-technical systems. It tak
many forms and leads us to think again about the nature of the workforce. This article takes a new lool
organizational boundaries in terms of the concept of busiatisst are extended through subcontracting and
its implications for safety culture. First we present a comprehensive, state of the art typoleggwotent
forms of subcontracting, which have been developed to meet the needs of productive organizations. Ther
focus on the effects of this type of indirect management on the effectiveness and reliability oftogeniz
and more specifically, the workforce.

1 INTRODUCTION of not only a more flexible and efficient
organization, but also new organizational
Since the beginning of the twentieth century, weboundaries, a new way of occupying space and new
have seen a change in the way businesses agevernance mechanisms. They consist of a national
organizd Until the end of the 1970s an integrativeand international exterior space andrgernal space
model dominated. Under this model companieshat is fragmented due to the diversity of actors and
themselves were responsible for most of theskills. In this kind of organization, production is
manufacturing of the final product and all distributed in an orderly manner between partner
production functions were integrated. In the earlycompanies.
1970s, companies became large corporate networks
(a multi- or poly-cellular model). The contracting These changes in the way businesses operate are
company headed the network; it was onlyfundamentally changing the organization. They are
responsible for a very limited part of production/likely to accentuate certain types of organizational
manufacturing and was surrounded by a network afisks related to the management affragmented
suppliers/ partners. workforce distributed across a network, and
extended by a constellation of actors
This new model can be seen as offering the begsubcontractors, co-contractors or partners). It is
prospects in an increasingly unstable economignportant to understand these new organizational
context. Nowadays it takes many formshe forms in order to be able to better predict these
extended organization (Benchimol 1993; Capraro &hanges and anticipate the risks associated with
Baglin 2002; Perez 2007; Defelix & Picq 2013), thethem. The internal organization of a company can
fragmented organization (Hatzfeld 2000; Bergerbecome a source of threat. Organizational reliability
2005), the network organization (Veltz 2000; Roy &is based on the strategies of actors who shape
Audet 2002; Rorive 2005; Morley 2005; Mazaudproduction on a daily basis given the organizational
2006; Pesqueux 2008), the shared organizatioconstraints they face. In this context, this article
(Abdul-Nour, Jacob, Julien & Raymond 2003), theexamines how the constraints faced by the extended
enhanced organization (Moreau 2003) or the agilerganization can be a source of reliability or risk.
organization (Barrand, Gumb, Badot, BenameurThe aim is to help organizations that have decided to
Blum et al. 2010). These new forms are all examplesuse subcontractors to improve reliability, and control



safety- and security-related risks in the context opreviously included in the internal mode of
relevant research, particularly management systemsgjovernancé?

Specifically, we ask how the strategies implemented "€ concept of - semi-integrated = subcontracting
by individuals shape the efficiency, reliability or risk (Houssiaux 1957) is based on the principle of
of extended productive organizations. In the firsSubstitution and the transfer of ownership @f
part of the article we define subcontracting, itsSPECIfic piece of workhowever it implies that there
different forms and motivations. In the second parf'® ©ongoing and stable links. According to
we define the extended organization, itsBarthélemy (2007, p. 12), the difference between

characteristics and the risks that are associated wifilbcontracting and outsourcing is based on the
it. Finally, we show the impact of this ambivalentOPligations of the service provider. Outsourcing is
mode of organization on the effectiveness andrased on an obligation to provide results; the service

reliability of the workforce. provider takes entire responsibility for the
management of the outsourced activity. In the case
2 SUBCONTRACTING of subcontracting, the client is responsible for the

management of the outsourced activity and the
There is no question that subcontnagtis one of the service provider merely provides production
key characteristics of the operation of these newesources. Nevertheless, subcontractors are also
productive organizations and the subcontractor caabliged to produce results, and can be seen as the
be thought of as a fully-fledged actor in the systemintervention of an external agent on at least three
While the phenomenon of subcontracting is not newlgvels: the definition of work, its resources and the
its popularisation is. This phenomenon means tw@rocedures put in place to achiewe specified
things: On the one hand it has become botloutcome. In some cases, highly-qualified
widespread and commonplace; the subcontract@ubcontractors may participate in drawing up
cascade has become common practice in marspecifications (Chaillou 1977).
companies. On the other haitdhas been extended , ,
into a growing number of business operations. In th&lévertheless, the difference between outsourcing
1970s it concerned simple tasks such as cleaning af#d subcontracting remains ambiguous.  Inter-
security; since the 198G has extended in some company links are varied and in many cases go
companies to the entire production process (thB€yond official definitions, which give an
hollow firm). The internal organization and working INcomplete picture of labour relatigra little like

conditions of companies in many sectors have thugoncrete can mask the girdétssupports (Jounin
completely changed. 2006). In a very general and basic way, we define

subcontracting as an operation that consists, for a
2.1 Subcontracting and outsourcing company A, of the delegation to a compdhypf a

o _ task or a function that Company A does not want to
Subcontracting is one form of outsourcing. A reporiy, cannot undertake itself.

by the French Social and Economic Council
distinguishes  between  subcontracting  and®.2 The various forms of subcontracting
outsourcing in terms of the length of the relationship

and the transfer of ownership (activity substitutjon [N order to understand the different forms that
“It could therefore be said that subcontractingSuPcontracting can take within organizations,

unlike outsourcing, partially concerns the provision_Chaillou (1977) proposed a typology, in whigime
of a service in a given time and not necessarily ovef & fundamental characteristic for understanding the

many years and most importantly- does not imply relationship between bus_iness He distinguishes
that the activity was previously undertaken‘s’hort'Ferm qucontractmg _(comparable to
internally. Outsourcing is further distinguished fromoccasional, cyclical troubleshooting) and long-term
subcontracting in that it tends to lead to long-term
change (by subtraction from the original company td Social and Economic CounciCénseil économique et sogial
an economic third parlyin the boundaries of the Conséquences sur Lemploi et le travail des stratégies

. . .. _d’externalisation des activités, The Official Journal I(es
company and the structural conflgura_tlon of itSg4itions des journaux officigls2005, p.92
resources. It could be called'@ntractualisetdand 2 The French law of 31 December 1975 defines subcontracting

‘monetised” handover of a function or activity as “the operation by which a business entrusts, through a
subcontract and under their responsibility, to another person
called a subcontractor, all or part of the execution of a busines
contract or a public tender concluded with the client.”




activities that can be compared to permanensuppliers (Houssiaux in Baudry 2013) carry out
structural or semi-integrated subcontracting that ispecific operations using their own methods. Their
more akin to outsourcing (Houssiaux in Baudryactivity is complementary to that of the organization.
2013). The contract frames the length of thdn the same vein, Barthélemy and Donada (2007)
relationship between the client and theargue that companies are motivated by rapid access
subcontractor. to resources and skills that are not available
. L . ) internally. It allows the organization to focus on its
At the same time, it is vital to identify areas wheremain activity (Mazaud & Lagasse 2009) and to
subcontracting can be used: on-site, intéynalr  gelegate ancillary activities. Specialization is
externaly. External subcontracting may be local orgypjective and varies depending on the organization
abroad, known as offshore or delocalized,g <heir point of reference is their own technical
outsourcing (Niang 2013). This practice runs theyjity (Chaillou 1977). A specialist is someone
risks found in both outsourcing and o'ffshorlngwhO is as (or more) capable than the company itself,
(Geyer 2007}- loss of c_o_n_trol an_d Owner_Sh_'p of one yhile others are seen as ‘capacity’ subcontractors
or more delegated activities. this case, it is up 10 (see pelow). Chaillou differentiates specialty
the organization to decide whether it is in itSgypcontracting fromfsupply’ subcontracting which
interests to expand its borders. Ponnet (2011) alsgncernssthe definition and study of methods to be
distinguishes between the activities carried out opsed to perform a given piecewbrk.” This type of

externally. She noted that maintenance work is seMipecialization that makes it possible to define

integrated andcarried out at the contractor’s  fynctions on the basis of specifications that target a
production facilities. specific need of the client company. This enables the

In cases where subcontracting is carried out in th%IIent company to optimize its internal resources.

classical subcontracting or nearshore outsourcingroduce the good or service itself, but instead it

(Quelin 2007). delegates the work. This is callettapacity

When the work is carried out onsite by a foreignSchontraCtmg' In this case, the contracting

conactor, and theaiconucos company s TR, WAEh €on proce e product weet,
located in a different country to that of the client, the P tym car 'kp'ny roduction or t h¥]. |
term onshore outsourcing is used (SamaganO\}:g a temporary Spike in production or technica

2008).In situ subcontracting is also subject to risk.IorObIem or on a more or less ongoing basis) because

Jounin (2006) gives examples of field observationét wants to maintain its own capacity through th? use
f external production capacity These capacity

where employees of various local companies coexidl

and work together to achieve the same productiofirl:;ncgfgtcrﬁﬁtgg (E%TJSZESX ?r? Bciljlgrd ggg%‘%’”{ﬁg”t
objectives. This is an illustration of a constellation of y ’ y

actors where the new interactions fundamentallyperform simple tasks as directed by the contracting

change the organizatitnreliability, the division of compa?y O'trh f[:rl]'etm f?rr:d very .Oft,?n their activities
work and teamwork modalities. compete wi at ot the organization.

Although subcontracting practices vary from oneAlthough in theory there are several types of

organization to another, there are two main scenari%%:;onggggpd?hén tgrﬁ:ﬁn‘t (Igogl;f)lw.:: tt%e'd(:)r&tgﬁlc

that are widely usedin the first scenario the construction sector, the boundary between capacit
company does not have sufficient production ’ y pacity

resources and therefore delegates certain functiog#]bcontractmg and specialty subcontracting s

that cannot be undertaken internally. This is know mglrjr:t?. aF;?viE)e(zniqspkrar;aﬁ]TbCk;):;re%Ctg;]gv\;grktétslsldg;]%
as ‘speciality’ subcontracting, where the contractor. Y ainty .
ntermediate consumptiortsome of the girders are

calls upon a specialist who has the equipmenf : . . :
materials and expertise that meets the needs of tﬁgpplled by the contractor, while their main tools are

purchaser, because the latter does not have or may

not wish to acquire them, for their own Strategicthe application of th&lomenclature d'Activités Francaisen 1
’ anuary 2008 (second revision), in the manufacturing sector

reasond Specialty subcontractors or specialise rimary contractorsensu strictaare only those who provide

raw materials. Conversely, subcontract@ensu strictoare
The French National Institute for Statistics and only those who receive raw materials.
Economic Studies (INSEE) definition is as follows: Following * INSEE definition (op. cit.)
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supplied by the generabusiness” (such as the transfer risks and responsibilities associated with
crane). In this case, Houssiaux talks abouproduction to a third party. Statistics show that
‘community’ subcontracting, in which the activity, accidents occur more often among the employees of
the execution of work or the finished product aresubcontractors (Algava & Amiras 2011) compared
collective. to the employees of contractors, but it must not be
forgotten that some companies outsource their

Variable Weight riskier activities, particularly in the industrial sector
Duration of (Thébaud-Mony 2000).
thea(t:tr:\é'tyd Short Moderate Long Other organizations transfer social risks through
subcontractor SUbCOﬂtraCting (PUECh 2004, Barthélemy 2007, P.
Place where 67). In this case, it is a way to avoid excessively
the . high social costs; the imposition of new constraints,
subcontractor | External | Intermediate)  Internal loss of benefits, lower wages and lack of resources
carriesout . . . . .
work can result in disenchantment with the organization.
Share of the Subcontracting can enable the company, in
activity in the Small Average Significant deteriorating market conditions, to take measures
organization that have a negative impact on the subcontractor
Natureof the | o0 ang Complex, without having to deal with the consequences. This
subcontracting | o o raple| AVerage non- is not an intentional process, but an adjustment
activity substitutable - . .
Place of the mechanism in response to market fluctuations.
wbﬁnttrr]:Ctor Supply— intermediate productio final In addition to these quantitative, qualitative and
production production social advantages of subcontracting, we can add
process further strategic and opportunistic motivation. These
Table 1: The various forms of subcontracting concern situations where the company is faced with
o ) uncertainty concerning the market or its products
2.4 Motivations for the use of subcontracting and wishes to test a company or its staff before

We have highlighted the different forms of integrating them or buying the company. In pr{actice,
subcontracting, which correspond to the differen Ithough the extended, outsourced organization has

needs and strategies of organizations. According t ecome a dommant. "e'?‘i cher organizations are
Houssiaux (in Baudry 2013) capacity subcontractininovlng in the opposite dlr_ectlsn_ and are seeking to
is mainly used to reduce or limit production costs. trengthen thelr .cla},ssmal hlera.rchlcall a.nd
Business owners can create competition betwedlyr@midal centralization” through internalisation
different service providers to get better rates. Thi?oIICIeS (Veltz 2000). This raises the question of the

idea is not new: Williamson in 1975 looked atacquisition of certain subcontractors. The

corporate collaboration through market relationd"otivations for the use Of subcontracting are not
always rational, and are likely to be the result of

from an economic point of view. Transaction COStSp]oor strategic choices. Subcontracting is by nature
theory (Ghertman 2003) argues that the organizatio ) e ) !
y ( ) arg 9 bivalent. While it offers various benefits to the

chooses between doing things themselves, or havi A .
them done, depending on the cost of acquiring ganizations and can form part of an extension
’ trategy, this extension can sometimes be a

product or service on the market compared to thég. dvant d sk t ducti
cost of internal production. Barthélemy and Donad ISadvantage and pose a risk to production.

(2007) noted that the use of subcontracting alloweg ORGANIZATIONS EXTENDED BY THE
organizations to be more flexible by transformlngSUBCONTRACTOR NETWORK
fixed costs into variable costs, which made it easier

for them to cope with market fluctuations. Rorive (2005) provides a typology of six types of

According to Quélin and Duhamel (2002) thecorporate network. Of these six, five are driven by
economic factor is closely related to the qualitythe use of partners, suppliers, joint contractors,
function. A company deleg¢ees not only for reasons subcontractors or distributors. It could therefore be
of quality and efficiency, but also cost. For somesaid that many organizations extend themselves
companies in some cases, subcontracting ihrough outsourcing, and more specifically

primarily explained by performance issues in thesubcontracting.

workplace. Finally, subcontracting can be a way to



For Veltz (2000, pp. 17475) the term corporate An extension of the commercial function is found
network is both overly polysemic and restrictive. Henew organizations through contracts that mobilis
defines thimew form of organization as “a network  remote resources. The characteristic feature of this
of cellular moded” made up of “a relatively compact type of organization is that it is able to extend its
and traditional central core surrounded by ascope for action while reducing its legal exposure
periphery of suppliers and distributors structured irMany economists have highlighted the trend towards
successivdayers.” Three elements characterize this“vertical disintegratioil (i.e. a reduction in direct
type of organization and mark a break with theproduction units leght owned by the company).
integrated organizati@h model: market-oriented This makes it possible to indirectly extend and share
decentralization, the contract and  multi- production by mobilising a network of actors and

functionality. skills. This market-driven vertical disintegration
usually involves a reduction of the salaried
3.1 Market-oriented decentralization workforce and non-strategic or ancillary activities

(such as administration, cleaning or security) for the

Market-oriented decentralization concerns thdead company.
distribution  of activities across relatively D

. ) mm 2011) n h here h n
autonomous units. These subsets are subject to str"?;g ou (2011) noted that there has bea

nificant decrease in manufacturing jobs since the

targets coupled with the systematic evaluation o 980s. The partial outsourcing of industrial activities

their results (rather than a precise definition o 0 the service sector explains -2B% of the
procedures).t Acgor(_jlng fo Veltz (zofoc%) Ith'.s decrease in the salaried workfotc®©n the other
management mode IS a consequence ot 1ayloris nd, market orientation and the use of contracts
where goals become more important than the means... o encouraged the creation ‘afomplex mini-

_speC|aI|zat|on a(_:cc_)rd|_ng to goa_ls and prOdUCt%usinesses rather than divisions created along the
impacts on specialization according to Processes. < of traditional functional aartments” in

resources  and technical _knowledge Th's. organizations (Veltz 2000, p. 178). Contractual
phenomenon can be observgd In many Organ'zat'olglationships become one of the keys to the
and has spread to many industries. This marke sxpansion of the organization. Coase (1937,)p.23

Of'e”t‘?d i decelrfltrallzf';ltlon tcan be ? r:jsk fc)rhighlighted this point in other terms when he wrote,
organizations. ‘I goals are 100 general and vaguy, "q ., pecomes larger as additional transactions

they must be broken down into operational and,, : rdi
individualisable sub-goals (Simon 1983). OtherwisectWh'Ch could be exchange transactions co-ordinated

through the price mechanism) are organized by the

individuals may take decisions that have an advers&ntrepreneur and becomes smaller as the abandons

impact on the organization and it becomes difﬁcu'%ge organization of such transactions”. The contract,

to .cct)ntrol tthﬁ] c;)rlf]equen(ies. Hderb%r_t St!mon (%98 hether between two individuals or two companies,

points Otl.J a eb goals an do fjef(; |vest| ° barbllows the organization to expand both on a spatial

g_rf?anlz? lon (k:)an ;athpercelve. t'l erendyth Yand skills level. However, it cannot alone organize
ierent members of the organization an ©SRollective action, contrary to what the transactional

different perceptions are likely to harm the overall
. approach (also known as agency theory) suggests
coherence of these new organizations. PP ( gency y) sugy

There are a variety of mechanisms to coordinate
3.2 The contract production activities, the contract is not the only
incentive  mechanism (Baudry 1992). The
The increasing use of the contractaifundamental mobilization of remote productive resources may
element of the relationships between the differenpose management and control problems within the
units in the cellular network organization. For Veltzextended organization.
(2000) the contract leads to “very diverse
relationships, legal forms, styles and constréints
He stresseshat “‘hierarchy and ‘contracts’ are in
no way antithetical” and takes the example of
Japanese supplier chains. In these chains, the abilitysee Sauvy A., 1980.a machine et le chdmag®UNOD.
to mobilize networks of relationships is based on ghe spillover theory argues that technical progress that

clearly defined, prescribed hierarchy that forms th%‘;%c’g’ﬁes S%gg;‘fg‘gg’ot'ﬁgfs to a transfer (spillover) of jobs

basis for the organization (Magaud & Sugita 1993). The contract is seen as simply the act of giving consent and
takes no account of authority and dependency relationships.




3.3 Multi-functionality quickly recompose itself in response to its

L o o ) environment and these new links.
The organization distributes distinct functions across

its network of partners, suppliers, joint contractorsWe argue that one of the characteristics of the
subcontractors or distributors. This is the case axtended organization is that every action centre or
Airbus Toulouse (France), which divides tasksmini-business forming the network has the potential
between Airbus and its network of suppliers.to further extend the boundaries of the initial
Production processes are distributed across theontractor, and to initiate new cooperation. Its
manufacturer’s internal sites. Airbus is the prime potential extension, in terms of both skills and
example of the “lead network firm”; it delegates its geograply, is unlimited and can present risks. The
non-strategic sub-functions in order to focus on itstrategic nature of the subcontractor cascade (shared
core activities. responsibilities through a multiplication of

_ _ subcontractors and contractors, the supply chain,
However, the firm also uses strategic, lead,gye chain or overall logistitswhich includes all
subcontractors, who play an intermediate role ang the actors and activities that enable the production
use their own supcontractors. Mazaud qnd LagasQﬁ a final product (Sofiane, 2009) is specifically
(2009) found “a high degree ofsegmentation” in  gesigned to offer organizational flexibility and
Airbus suppliers. There is a division of lalbou geographic reach that the integrated model does not
between the company leading the network and itsyoyide. Finally, there are at least two ways in which
network of suppliers. Few authors have looked at itg, organization becomes extended. The fisst
modalities. This multifunctional character of thenrough a reduction in its direct production units, via
organization means that it can carry out severgharket-driven decentralisation. Secondly, it can
simultaneous activities, improve performance and bgreate new  commercial and  contractual
more responsive to the needs of its customers. On@|ationships, and manage its resources through a
example is the cooperation model that Airbus,etwork of parters.
operateswith its suppliers, which enables it to
simultaneously develop several aircraft at differen¥While communication is one of the keys the
sites. However, while this multi-functionality extended organization it enables them to manage
enables organizations to focus on their specialty, itheir resources and partnerst can also represeat
can also, in certain cases, lead to the loss of skillsisk. In practice, the multitude of internal actoemn
and control of overall production (Nogatchewsky & also lead to the risk of leaked information about

Donada 2005Barthélemy 2007 p. 65). industrial processes or organizational strategies. The
_ communication of information has strategic vahise
These three features (market-oriented; makes it possible to gain power (Crozier &

decentralisation, the contract, multi-functionality) rriegherg, 1977). Individuals always have a degree
make it possible to characterise and understangt autonomy and pursue their own objectives, which
ambivalencein organizations that are extended byare not necessarily compatible with those of the
subcontracting. Such organizations grow around grganization— especially when it consists of a
base unit or an autonomous decision-making centigagmented constellation of partners (Vaughan,
ensures the overall coherence of peripheraheyer completely limit the autonomy of

activities. subcontractors. The opening up of extended

The base unit forms the foundation for all Otherorganlzatlons through market-oriented

activities. This central core lies at the heart of direcg:f?&g?:;i%%gglenae;g%rgstﬁnOcrfcage Znsdlgr'llrf(:l(tjgnitensiz
and indirect cooperation with a constellation of ut resources N gles

partners, who undertake functions designed t§ 9ven m{irket, and lead to a IO?’S of control with
achievean ultimate goal. According to Capraro and respect to its partners and competitors. For example,

Baglin (2002), the extenddslisiness “has to set the subcontrfactors f_rom emerging  countries can
standard for all partnerm design and production monopolize technical and organizational knowledge

excellence, which must unite the efforts of numerouﬁy copying processes before themselves developing

partners to achieve shared success in the extend @h-te_ch_ mdustnes_ that compete with th(_)se of
company’ The extended organization must Industrialized countries. Faced with such a risk, the

therefore develop the capacity to re-think itseld an organization can take a strategic "?‘PproaCh to the
market, i.e. by subcontracting auxiliary functions

while continuing to carry out core functions



internally (Altersohn, 1997, p.22). Otherwise, onlysubcontracting in the construction industry. Out of
the quality and strength of the links between thel20 workers working on a large construction project,
contractor and the subcontractanreduce the risks 80 were temporary workers employed by three
associated witln organization’s loss of confidential subcontractors. Among the 40 who worked for the
information. lead company, only 15 were direct hires. Therefore

organizations need to create and cooperate with
4 THE EFFECTS OF THIS AMBIVALENT MODE fragmented workforce with different statuses,

OF ORGANIZATION ON THE RELIABILITY  gchedules and functions, wrdtby a single goal. The
AND EFFICIENCY OF THE WORKFORCE SUMER 2003 survey (Hamont-Cholet & Sandret

d2007) showed that the support of the workforce and

relations between contractors and service provider{%i gfcr%fr?g' rﬁsrlgt;cct?e:sg:smzt tgg(;'s\lfvhgna\fv%?f:rts
vary from one organization to another. In order to : . . y )70
understand them better. it is useful to think of thee@nnot discuss with their bossesithlmncerns about

subcontracting relationship as a form of employmen ow to do the job.
relationship. Baudry (1992) argues that the twosimijlarly, Puechs analysis (2004) of a hotel’s

types of relationship are comparable. In both casqgousekeeping staff identified two categories of

there is “quality economy, i.e. there is uncertainty \yorkers, a fixed staff and subcontracted personnel,
about the work of the subcontractor, like that of thgyhich highlighted the divided nature of the

employee, in terms of productivity and results. Theygrkforce. His case study showed that entire
author shows that there is a plurality of mechanismg,anagement of the workforce was tailored to meet
that govern inter-firm relations. Production is baseqpe hotel’s production requirements as closely as
not only on the contract and authority but also (angysssiple. The author noted significant differences in
above all) on trust. Jounin (2006) also sees workingsrms of employment conditions and wages in the

relationships as going beyond purely mechanicayg groups of staff (one employed by the hotel and
within this framework actors build trust and informal

loyalties [...]. Personality comes back into the gameThe first group worked full time, had a fixed number
loyalty is re-injected, tacit alliances are establishedf rooms to clan and a fixed salary. The second
that go beyond employment contracts andgroup worked part time at a fixed pace: a certain
compensate faheir fragility.” number of rooms to be cleaned each hour. Their
. ) ~ salaries were not fixed because their schedules
However, unlike the employment relationship,yaried between 20 hours per week. The author
subcontractors are in a different, intermediatgpserved a significant difference in salary conditions
position. Paid work is very often a subordinateyithin the same occupational group. According to
position, although being this position does notpgych “the use of subcontracting allows the group
necessarily mean oppression and servitudear be 15 compensate for variations in activity levels,
a situation where work-related skills are madeyarticular feature of the hospitality industry. The
available to a third party or a contractor. Thegpcontractor’s employment contracts are therefore
particular characteristic of subcontracting is that thestsplished in order to respond to the needs of the
company is no longer in a direct employer-employegompany as far as possible, i.e. almost exclusively
relationship, but in an indirect relations_hip (Tireel part time” The consequence was that around thirty
al. 20079. In practice, the commercial contract sypcontractors members of the housekeeping staff
replaces the employment contradthe company ook strike action as a result of a collective sense of
continues to mobilisits productive effort remotely injustice. While working hours were their main
through subcontractors. motivation, above all, the subcontractor’s staff
demanded equal status withe thotel’s staff. This
study shows that the use of subcontractors is not
without consequences and that the internal

Subcontracting may affect teamwork. hdecomes organization of.a company can pe a source of threat.
The organization itself contains the necessary

commonplace the workforce is restructured intoI ts for both it th and its death
those who are directly and those who are indirectl)? ements Tor both 1S growth and Its deatn.

mobilised. Jounin (2007) used a case study of @ccording to a 20062007 survey on organizational

The motivations, forms of subcontracting an

4.1 Transformation of the workforce and risk
management



2011, cf. Table 1) subcontracting is widespread ithan both intermediate subcontractors and
the public construction and hospitality industries.employees of the contractor. However, this
However, most subcontractors are found in industryformalisation of working practices does not seem to
both subcontractors who carry out the workhave reduced the autonomy of subcontrastor

themselves and those who in turn subcontract otheesnployees.

(intermediate subcontracg)r ) . _ _
The increase in work carried out under constraints

4.2 Subcontracting at the origin of both vulnerabilityand the scope forauonomy has at least two
and reliability consequences. First, the widespread use of
) ) ) . ~_ management practices where individuals are closely
In this section we focus on industrial organizationsyonjtored means thataf are motivated by the fact
as a source of both risk (Perrow 1999) and reliabilityhat their results are regularly evaluated. Secondly,
(La Porte & Consolini, 1991). These approaches arfhey know that if their results are unsatisfactory
two sides of the same coin and we present them hefigere will be negative consequences. The client may
as ways to understand the origins of reliability oot renew the contract; a decision which would have
risk within atrisk industrial organizations. Issues of negative  consequence for many of the
reliability and unreliability are played out in the ¢ bcontractor’s employees. Results-based
workforce (Bourrier 1999), and are particularly seemperformance means that employees sugject to
in strategies that locate actors depending on thggnificant constraints. The hierarchy requires
constraints they are subjectto. It is therefore increased professionalism in order to be the.best
important to understand the effect of the changeghe sjtuation is one in which the hierarchy issues

that organizations go through. objectives that must be met without fail.

When subcontractors are used there IS & an at-risk organization (for example in the nuclear
multiplication of dual-source employment statuseector), working under such constraints can be
(CEE 2008 pp. 568, p. 60 Table 1, p. 61 Table 2). peneficial in terms of both efficiency and reliability
In the 1980s, 63% of businesses used short-terfe work of Bourrier (1999, pp. 20851) highlights

contracts and 59.8% used subcontractors. In 200¢he penefits of subcontracting. Although it may be
70% of companies used short-term contracts anformal to expect that subcontracting reduces

85.3% used subcontractors. transparency and leads to an increase in incidents,

Triangular subordination situations have spatiall he author n(_)t_e_d total transparency = regarding
and temporally reshaped organizations. This i utsourced activities at the Nogent nuclear power
particularly seen in the widespread use of temporar t_chontractors (.j'd not hesngte to declare the
employment contracts, flexible working hours an lightest product_lon deV|a_t|on_ " order to protect
polyvalent/ multi-skilled jobs. Alongside these 1eMSelVes against certain incidents. The author
changes in personnel management modes, powgfmlalned this behavioun terms of the significant

and the exercise of authority is changing. The nee(aconomlc and qualitative constraints subcontractors

for results and constraints related to the paceare subjecto. Consequently, in order to secure the

flexibility, objectives and the assessment of work ar%enne;’r\:iil d%fnizet';ior?qt;acéézﬁy aietiil(e'ae tot’glgziatred ;r?;mst
more visible in the subcontracting relationship. y at may nts
demonstrate their usefulness.

According to a 20062007 survey on organizational H it th traint biecti d th
change and computerization (Algava & Amira OWEVET, I these constrainis on objectives an €

2011), the employees of subcontractors were, oRac€ of work can lead to more effective

average, subject to greater constraints in terms (S)f;ganlijatlnq[ns,pfseynallre alsg I'fﬁlyé? |:crr]egse trr]temnsr':;
scheduling, pace, flexibility and objectives than? algc' N SH Cl'a' aﬁ'? Iy SStet'Ct' Ie,f\al €
those of prime contractors, and their working o ~cocarch, &lnical frials and statistical Analysis

conditions were poorer. On the other handlirection de Il'animation de la recherche, des
udes et des statistiques analy$igares) (Hamont-

employees of subcontractors had greater autono .
over their work than their colleagues with respect to holet & Sandret 2007) confirmed that employees

who report “always having to rush” increase their

initiatives taken to improve their workplace. The . . 0 .
survey showed that non-intermediate subcontractmr%Sk O.f an aCC'deT‘t by 26%. A h'gh Workrate may
so limitits effectiveness and quality. According to

(those who carried out the work themselves and di
not subcontract) received more direct instructions@""ugh"’ln (2009) the space shuttle Challenger

but had fewer specific task-related targets to meeétcmdent occurred following a  sequence of



deviations from technical procedures in order tdgBaudry B., 2013. Quasi-intégration et relation de sous-traitance

meet set deadlines. The technical culture of the industrielle : une évaluation des travaux de Jacques
j Houssiaux, Revue de 1’économie industrielle, N°142.

aerospgce industry is very sensitivg to Safety issu'eﬁenchimol G., 1993. L’entreprise étendue, Hermes, Coll.
According to the author, the politico-bureaucratic Systémes d'information

imperatives associated withcost and time culture Berger S., 2005. How We Compete: What Companies Around
went against this technical culture the World Are Doing to Make It in the Global Economy.
) New York: Doubleday
Bourrier, M., 1999. Le nucléaire a I'épreuve de l'organisation.
Presses universitaires de France.
. . . . Capraro M., & Baglin G., 2002. L'entreprise étendue et le
This paper forms the first part of 50C|Q|09|Ca| développement des fournisseurs. Presses Universitaires
study. The different forms of subcontracting shown Lyon. P.19 _ _
in these studies enable us to reflect on the impact &EE (Cenl_tfeDd,'etUdes de I'Smp\lm), 20(1)%'-6 contrat de travail,
. . . aris, La Decouverte « eperes », pages.
_an mc_reasmgly widespread mode of govemajnce '_[h@haillou B., 1977. Définition et typologie de la sous-traitance.
is having an effect on the workforce. The diversity |n: Revue économique. Volume 28, n°2,
of statuses present in productive organizations tend®ase, R.H., 1937. The nature of the firm. Revue Economica.
to change the organization of work. The use of Vol16, Page 23 , . _
subcontractors leads to both restructuring anc?roé'er & Ffre-'dberg’ 1977, Lacteur et le systeme ; Points
. ey . ssals, Paris
tensions  within the workforce. A better pefelix C. & Picg T., 2013. De lentreprise étendue a la «
understanding of the composition tbfs workforce gestion des compétences étendue » : enjeux et pratiques en
and its reactions means that it becomes possible toerg]‘l?r']isu df Coppeue, c@ledReHl":n?glgi f;ngasﬁﬁéﬁ'n France
anticipate _eve_ntS and Shleld pr(_)ductlve organlzatlong entre 1980 et 2007 - Ampleur et principaux déterminants :
from cert.aln rlsks_ as;omated with staff management. un état des lieux. Economie et statisitque, n° 438-
Sociological qualitative research methods are likelyGeyer D., 2007. L’externalisation offshore de systéme
to provide us witha better insight into this scenario ~ d/information, Revue francaise de gestion, n°177, pp. 129-

and help us to assess the associated risks 139.
Y . Ghertman M., 2003. Oliver Williamson et la théorie des co(ts
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