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Introduction―Three-tiered structure in French firms deep-rooted  
as a national consensus

At the end of the 19th century, the function-based, three-tiered structure separating 
management from labor for organizations was proposed by Frederick Taylor in his 
scientific management theory. In the 1990s, when this author carried out a series of 
interviews for enterprise research in France’s automobile industry, one of his most 
impressive findings was its in-house three-tiered structure: top management → middle 
management → workers. However, in the United States, such a three-tiered structure 
has not been explicit in corporate organizations. Compared to American corporate 
organizations, French corporate organizations are impressively made up of three-tiered 
structures. Why did the three-level structure by function conceptualization remain a 
theoretical concept in the United States while it emerged as a real three-tiered structure 
in France? In other words, what is the origin of the difference between the conceptual 
three-level structure of functions in the US and the actual three-level structure of 
functions in France?

The Parodi-Croizat ordinances, promulgated in 1945, established a unilateral cause-
effect chain from education to wage levels through professional qualifications and job 
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classifications. It is important to note that a national consensus was underlying the 
enactment of these ordinances. However, even though it has been partially modified, its 
fundamentals as a system have been maintained and continue to this day. These 
ministerial ordinances were not raised incidentally and enacted out of the blue or as 
decrees that stipulated practices different from French society.

Ⅰ．Characteristics of the division of labor within French companies

1．The Parodi-Croizat ordinances in 1945―1946
In April 1945 in France, a ministerial ordinance （arrêté） containing a classification of 

jobs in the metal industry was issued by Alexandre Parodi, the then Minister of Labor. 
Between 1945 and 1946, Parodi and his successor at the ministry, Ambroise Croizat, 
issued more decrees and ordinances. This group of decrees is commonly referred to as the 
Parodi-Croizat ordinances （les arrêtés Parodi-Croizat）. The ordinances provided lists of 
professional qualifications for work in various industrial sectors and stipulated the job 
hierarchy and wage coefficients. These decrees were of decisive importance in that they 
established the primary framework for labor, business management, and education in 
postwar France.1）

In this series of ministerial ordinances, the tables for qualification professionnelle were 
established for each industry. Job rating tables were uniformly valid across the various 
industrial sectors. Professional qualifications are the aggregate of job skills and 
knowledge acquired to carry out certain productive activities and exercise specialized 
skill functions.

To obtain these professional qualifications, one must have completed a certain 
educational course determined by the state and obtained a completion certificate. At the 
same time, job classifications were determined according to those professional 
qualifications. The jobs in which French workers were engaged at that time were placed 
in these classifications. In addition, the wage levels were determined in conjunction with 
the job classifications. In establishing wage levels, apprentices were placed at the bottom 

1 ）　Claude Dubar outlines the characteristics of the French labor market; “Des accords Matignon 
（1936） aux accords de Grenelle （1968） en passant par la promulgation des accords Parodi-Croizat 
（1945―1946）, le modèle de la qualification ouvrière fondée sur la durée de l’apprentissage formalisé se 

consolide à travers les transformations de la formation professionnelle initiale et notamment son 
intégration progressive à l’appareil scolaire. Le modèle de la métallurgie, reposant sur l’équivalence 
entre la possession du certificat d’aptitude professionnelle （CAP） acquis au terme de trois années de 
formation après l’école obligatoire et l’accès à la qualification d’ouvrier professionnel premier niveau 
（P1）, se diffuse dans de nombreuses branches industrielles avant d’être intégré dans les conventions 

collectives et les accords d’entreprise qui se développent au cours des «Trente Glorieuses» （1945―
1973）” （DUBAR 2005: 832）.
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of the list and their wages were set at 100, and then the wage levels were determined by 
assigning coefficients to the higher jobs. Thus, the professional qualifications and 
corresponding wages were associated with the job classifications, and all enterprises had 
to comply with such classifications. As a result, a series of nationwide decision-making 
processes from education to wages were established in France. This flow can be described 
as a causal relationship: education → professional qualifications → job classifications → 
wage levels.

The government-led coordination format expressed in the Parodi-Croizat ordinances 
was agreed upon based on the industrial relations that had been in place following the 
industrial collective bargaining agreement that began in 1936 and other consultations 
held （SAGLIO 2007: 72）. As far as it was concerned, it was a product of consultations 
between the parties （government, employers, and trade unions）, and each of them 
benefitted from this adjustment method.

First, as the immediate aftermath of the end of the war was marked by extreme 
inflation, the government was enthusiastic about establishing social order and keeping 
wages steady. To maintain its grip on wage determination, it focused on establishing a 
skill-based wage hierarchy in specific industries and sectors. Thus, it was convenient for 
the government to maintain the right to determine wage levels on a national scale, 
covering a wide range of industries.

Trade unions were trying to raise wages in the face of raging inflation, with a 
particular focus on increasing the wages of skilled workers to an acceptable level. They 
were satisfied with the upholding of the job hierarchy based on the 1936 collective 
bargaining agreement. After that, labor unions continued to intensify their demands for 
the maintenance and expansion of the job classification tables, generous to skills and 
technology, expressed in the Parodi-Croizat ordinances. The enactment of the job 
classification was originally a favorable situation for trade unions seeking “equal pay for 
equal work.”

Promulgated finally after these consultations, the Parodi-Croizat ministerial 
ordinances “would thus remain outstanding references for a long time, particularly in 
terms of classification.”2）

2 ）　“Quoi qu’il en soit du caractère plus ou moins démocratique de cette consultation, la procédure 
retenue permet de produire, dans un laps de temps relativement court, un ensemble de règles 
salariales définissant pour ce qui concerne les emplois privés un « ordre des salaires » dont on peut 
penser qu’il est relativement cohérent. Les « arrêtés Parodi Croizat » resteront ainsi longtemps des 
références marquantes, notamment en matière de classification.” （SAGLIO 2007: 55）
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2．Remarkable cause-and-effect relationship: education→ qualification → 
classification → salaries

1） Professional qualification determined by educational background （formation）
Table 1 shows the definitions of professional qualifications by the Ministry of National 

Education and, in addition, the corresponding status in companies. As shown in the table, 
the professional qualifications are divided into six levels according to their professional 
training background （formation）. In other words, each individual’s skills are placed at a 
specific level according to their school background （education）. This stratification of 
national education into six levels was a characteristic observed not only in France but 
also in most European countries （THOMAS 1991: 95）.

2） Classification determined by qualification
As shown in the first column of Table 1, professional qualifications （stratified in six 

levels, from I to VI, in descending order from top to bottom） are roughly divided into three 

Table 1　Levels of professional qualifications by the Ministry of National Education

Professional 
qualifica-

tions＊
Definitions Status＊＊

Graduates by 
level of the 
National 

Education（%）＊＊＊

Ⅰ and Ⅱ
People working in positions that normally require 
an educational level equivalent to or higher than 
the écoles d’ingénieurs or master’s program.

Engineers/
Cadres 14.1

Ⅲ
People working in positions that normally require 
an educational level equivalent to two years of ed-
ucation after baccaloréat. 

Senior 
Technicians 11.8

Ⅳ

Ⅳ a ― People working in positions that normally 
require an educational level equivalent to three 
years of education after the first course of second 
cycle, such as Baccaloréat, BT and BSEC. 

Technicians/
Supervisors 18.5Ⅳ b ― People working as supervisers or having BT 

or brevet de maîtrise.
Ⅳ c ― People who finished the preparatry course 
after entered in the second cycle of the National 
Education.

Ⅴ People working in positions that normally require 
an educational level equivalent to BEP or CAP. 

Skilled 
workers 41.5

Ⅴ bis

People working in positions that normally require 
an educational level equivalent to one year of edu-
cation in the second cycle of the National Educa-
tion.

Ⅵ
People working in positions that normally require 
no education higher than the compulsory educa-
tion.

Unskilled 
workers 14.1

Source: ＊ THOMAS 1991: 94; ＊＊ Author; ＊＊＊INSEE 1992: 55.
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by function: I and II, III and IV, and V and VI, respectively. Each corresponds almost 
exactly to the three statuses （third column） in the company. It is important to note that 
these six professional qualification levels are clearly ordered by value in descending 
order. This is because it is precisely such professional qualifications （actually educational 
background） that position each individual in the job classification stipulated by the 
collective agreement. Such professional qualifications are a decisive factor in their job 
rating, especially for their first job after leaving school.

3） Wages determined by classification
Table 23） shows that the levels in the first column, “professional qualifications,” 

correspond almost to the levels in the second column, “job classification.”4） However, since 
the level of “professional qualification” in the first column is exclusively for non-cadres, 
only levels III to VI are listed. Since the second column, “job classification,” also applies 
exclusively to non-cadres, only levels I to V are listed.

In the job rating classification, there are eight levels, I to VIII, in ascending order: I for 
unskilled workers, II for skilled workers, III to V for middle managers （technicians/
supervisors）, and VI to VIII for cadres.

The definitions of each level of qualification are given such that when each person’s 
professional qualification （i.e., educational background） is known, as far as non-cadres 
covered by collective agreements are concerned, they are almost automatically positioned 
in the classification. Their status in the company is also almost automatically settled.

Being positioned at a particular classification level is an important life-determining 
event for each individual’s professional career, as seen in the apparent correlation 
between the classification （second column） and their position within a company （third and 
subsequent columns）.

Coefficients of wages are given for each status, so that salary is almost determined 

3 ）　In the Table 2, as technicians are placed in the same column as clerical staff, we cannot analyze 
them separately; they are out of consideration here. However, the lifetime span of promotion for 
manufacturing technicians looks quite long, ranging from 170 to 285, and is especially high for 
foremen, ranging from 215 to 365. Therefore, the way of the internal promotion in the company 
seems opened. However, according to an empirical study, there is a “roadblock” that stops the 
promotion at the point of 240 for technicians who start with a coefficient of 170 or 215, so that the 
promotion is limited in reality. Similarly, most unskilled workers starting with a coefficient of 140 
stop at a coefficient of 170, and their life spans are even shorter （EYRAUD et al. 1989: 92―93）. This is 
because recruitment and promotion to a specific status are associated with academic background.

4 ）　It is confusing to note that the highest level in the qualification （i.e., educational background） is I, 
from which the level decreases as the number increases, while the highest level in the classification 
is VIII （cadres supérieurs）, from which the level decreases as the number decreases. So the meaning 
of levels is reversed in the professional qualification and job classification.
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through these lists. Collective agreements are almost uniform across industrial sectors 
and have become the standard for labor and management in each company. It is virtually 
impossible to ignore the guidelines provided by collective bargaining agreements. 
Therefore, in France, there is a one-way （irreversible） causal relationship from school 

Table 2　Irreversible linkage among “Educational background → Job classification → Statuses  
in companies → Wages”

Qualifi-
cations

Classifi-
cations

Statuses in companies
Coefficients of 

wagesUnskilled 
workers

Skilled work-
ers/production 

technicians
Supervisors Clerks/

Technicians

Ⅲ Ⅴ

AM7 Ⅴ―3 365

AM6 Ⅴ―2 335

AM5 Ⅴ―1 305

Ⅳ
Ⅳ

TA4 AM4 Ⅳ―3 285

TA3 Ⅳ―2 270

TA2 AM3 Ⅳ―1 255

Ⅳ bis
.

Ⅲ

TA1 AM2 Ⅲ―3 240

Ⅴ

P3 Ⅲ―2 225

AM1 Ⅲ―1 215

Ⅱ

P2 Ⅱ―3 190

Ⅴ bis

Ⅱ―2 180

P1 Ⅱ―1 170

Ⅵ Ⅰ

03 Ⅰ―3 155

02 Ⅰ―2 145

01 Ⅰ―1 140

Source: MINISTÈRE DU TRAVAIL 1993: 199―214.
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education to work-life: educational background → job rating classification → corporate 
statuses in companies → wages.5）

3．Unscientific and arbitrary nature of job evaluation to be avoided by this 
cause-effect relationship

The ambiguity of job evaluation could be eliminated, to a certain extent, by the decision 
path established by the Parodi-Croizat ordinances. However, it is difficult to avoid the 
unscientific and arbitrary nature of job evaluation completely. There are no accurate 
natural scientific measures for determining the wage rate for individual jobs. The 
subjective judgment of the person doing the evaluation may intervene inevitably. That is 
why there is a field of activity called job evaluation meant to give objectivity, even though 
it is difficult to completely wipe out the unscientific and arbitrary nature of job 
evaluation.6）

The French-style job attribution, as described above, overcame the problematic 
unscientific and arbitrary nature of job evaluation. Since the qualifications for employees 
are stratified according to each person’s education level, and the jobs to occupy are 
designated by qualification, the wage rates are determined in advance, to a large extent, 
based on qualification. This is how wages are determined in an integrated way, starting 
from education through job classification.

5 ）　“La relation entre classification et salaire n’est pas directe: c’est un fait juridiquement 
incontestable dans la quasi totalité des branches industrielles. Pour autant, des relations entre 
classifications négociées et salaires réels existent bel et bien. Des analyses statistiques montrent en 
effet que les évolutions de ces deux éléments sont liées. A court et moyen terme au moins on peut 
constater que les salaires effectifs suivent les résultats de négociations conventionnelles qui, en 
théorie et en droit, ne portent que sur les salaires minima. Et ceci serait d’autant plus vrai que la 
négociation est plus fréquente, quelle que soit la difference entre minima et effectifs. II en va de 
même en matière de hiérarchie de salaire: les classements et écarts relatifs prévus par les 
conventions collectives servent fréquemment de références aux pratiques des entreprises. Les 
avenants classifications des conventions collectives joueraient ainsi le rôle de norme commune par 
rapport auxquelles les salaires effectifs seraient décalés, mais en un rapport plutôt stable.” （SAGLIO 

1988: 54）
6 ）　“EVALUATION DES TÂCHES — SCIENCE OU TECHNIQUE. L’évaluation des tâches n’est 

évidemment pas une science. Elle est une méthode, un outil permettant de rendre le plus objectif 
possible le jugement d’un groupe de personnes qualifiées dans la détermination de la valeur relative 
des tâches, et la moyenne de plusieurs jugements （ou un compromis entre ces jugements） ne rend 
pas la méthode plus scientifique. Seulement dans la façon de pondérer les facteurs, il y a beaucoup 
d’arbitraire et peu de science. Dans cette perspective, on ne peut demander ni aux patrons ni aux 
employés d’accepter sans une saine discussion les résultats de l’évaluation.” （DESCHÊNES 1961: 147―
148）
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This centralized decision-making system, from educational background to wages, 
involves four parties: individual workers, management, trade unions, and the 
government. In this integrated system, each of the four parties has its benefits. For 
workers, their educational background is reflected in wages, which rewards their 
academic efforts. For management, there is no need to worry about determining the 
wages of individual employees. Even French unions, which are national unions by 
industry and function, do not have to struggle for wages at the individual company level; 
instead, they can focus on national political struggles. The government can also retain the 
power to regulate wages by playing an essential role in determining wages nationwide. In 
other words, if decisions are made nationwide and uniformly in advance, it is possible to 
avoid disputes related to wage determination in individual situations.7）

Ⅱ．Formation of the division of labor within companies in France:  
its logical consistency and various results

1．Conversion of classifications among different sectors
Let us see how job classification determined the wages of each worker. Figure 1 shows 

the rating levels in the classification for three industrial sectors and the corresponding 
coefficients; the points in the table are the lowest points of each level. The following can 
be seen from this figure and the attached table.

First, it can be seen that the wage curves are almost uniform across different 
industries. In all three industrial sectors, the skill and technology level is divided into 
eight levels, I to VIII, and each level’s coefficients are almost the same. This is because 
the individual rating levels are more or less correlated with the national education level. 
As a result, the rating levels are converged with the national education level, and the 

7 ）　In the midst of the rapid development of IT, the industrial structure has changed drastically, as 
have the skills required in each workplace. There is public anxiety in France regarding the unified 
decision path from this educational background to wages, which may cause institutional fatigue. 
Moreover, although each party has its own benefits, the fact that they are basically the right holder 
of the vested interests （already the job） is stiffening the situation; “On comprend dès lors pourquoi, 
en France, 1a qualification devient de plus en plus souvent synonyme, dans le langage courant, de 
niveau scolaire voire de «niveau de diplôme». Cette tendance à privilégier les connaissances 
générales, du fait des évolutions des techniques et de l’organisation, est encore renforcée par la crise 
de remploi. Le diplôme sert de plus en plus souvent de «filtre» à l’embauche pour les employeurs 
soucieux de se prémunir contre une main-d’œuvre insuffisamment préparée à faire face aux 
changements et à s’adapter aux évolutions. Mais cette attitude, dès lors qu’elle se généralise, 
provoque des effets pervers redoutables…” （DUBAR 2005: 832）. In this case, what they raise is a shift 
from vocational qualifications to competence. In France, competency is considered the ability to act 
in a specific situation by utilizing knowledge, ability, attitude, and so on.
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evaluation and upward curves are highly standardized nationwide.

2．High evaluation of high-class personnel
Second, the pay system is more generous to high-ranking personnel. The charac-

teristics of France’s wage system, with the irreversible linkage described above, are （1） a 
large wage gap between cadres and non-cadres and （2） a large gap between skilled and 
unskilled workers, even within non-cadres. Thus, the wage gap between unskilled work-
ers, who have the lowest wage coefficients, and cadres supérieurs, with the highest wage 
coefficients, is particularly large.

Levels I and II are operators and general office staff or clerks. Levels III, IV, and V are 
middle managers （however, non-cadres）, and levels VI, VII, and VIII are the coefficient 
range of cadres. In contrast to the gradual increase from level I to level V, the coefficient 
increases at a steep angle from level VI onward. The distribution of wages is thicker for 

Figure 1　Coefficients of Wages by Classification Levels

Source: THOMAS 1991: 44
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cadres and thinner for general employees and middle managers. This large disparity of 
remuneration among personnel was very impressive to a Japanese manager, director of a 
Japanese transplant in Bretagne, whom the author of this paper interviewed in April 
1993.

In our company, most of the workers are in BEP class ［Brevet d’Etudes 
Professionelles. Graduate of junior high school］, and some have BAC ［Baccalauréat］, 
but most of them are lower than that. Wages are determined by the coefficients, but 
technology is protected and respected. For BTS and BUT people, they will be 255 at 
first, they will be 270 after half a year, and 285 after a year, and the coefficient will 
automatically increase. The salary of skilled people rises automatically.

Workers earn 5800 francs of SMIC （Salaire Minimum Interprofessionnel de 
Croissance） ［minimum wage as of April 1993］, and our company gives them about 5% 
higher （6000 francs）. It is comparatively high in Ile et Villenne, but at a level close to 
that of Japanese company M; we can say it is a little bit higher than the average. 
Among new employees, those with BTS and DUT ［technical college / junior college］ 
earn less than 10,000 francs. A university graduate engineer earns about 12,000 
francs. （Company C, a director of a Japanese transplant in France）

Wages, with an attached service allowance, of unskilled workers under junior high 
school graduates increased by 1% annually from the third year, which will be 15% higher 
than SMIC in the 18th year. However, even if they continued to work in the same 
company for more than 18 years, there would be no further wage increase. In contrast, 
the salaries of technical employees （technicians and supervisors） who were middle 
managers were far from SMIC when joining the company, even if they were non-cadres, 
and their salary increased quite rapidly. The gap between the salaries of unskilled 
workers and technical employees, which was already quite large at the beginning of 
service, increased as the years of service went by.

It can be argued that skills and technology are appreciated and valued in French 
society. However, in reality, since skills were defined by qualification （i.e., educational 
background）, education （or more precisely, a diploma） was privileged and decisive. It is fair 
to note that skills and technology had a legitimate “social” evaluation in France, but this 
might be a kind of overestimation of qualifications.

However, this potential “overestimation” of qualifications is also a socially acceptable 
evaluation in France. For example, in a small factory with about 100 workers, hiring a 
quality control specialist from outside labor markets is not usual in Japan; however, in 
France, to be recognized as an excellent company, one needs to hire a quality control 
specialist.
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In Japan, a company of this size ［about 100 people］ would be run by the patron 
alone. If I could speak French, I could run this company with three people, 
accounting, factory （also in charge of production control and quality control）, and 
sales （also in charge of purchasing）. The company could be run by four people, 
including myself. For quality control, the factory manager should be assisted by a 
person in charge of quality control （a good technician or worker who can monitor 
quality）. The person in charge of quality control may be a worker. This is done 
everywhere in Japan. The labor cost would be too high if we had to hire a specialist 
in every field. Well, managers of ordering companies here in France tend to avoid us 
because they say that there is no specialized quality control manager there, so it is 
not easy to run a company in France; there are cost-increasing factors if we follow 
the French ways. （Japanese director. Company Sh., Japanese transplant in France）

In France, the person in charge of quality control may have a significantly lower 
evaluation if he or she was an “autodidact who was promoted from a worker.” If a quality 
control expert with a nationally accepted diploma is not assigned, the social evaluation as 
a subcontractor will be degraded.

3．Devaluation of in-house training
Furthermore, the third feature that can be seen from the nationwide recognition of the 

job classification table was the high evaluation of certified skills and underestimation of 
in-house education and training. This is also the basis for the second point: high 
evaluation of senior managers.

The coefficient for cadres supérieurs at level VIII was 800, compared to 140 for unskilled 
（supposedly uneducated） workers at level I. Since the coefficients listed in this table were 

the lower limit of each level, 800 was the lowest Level VIII coefficient. Therefore, there 
were even higher-paid executives in companies whose coefficient was higher than 800. 
“The wage gap within the company is so large that it is usually said that the wage gap 
within a French company was 1: 8” （THOMAS 1991: 145）. Moreover, “hors norme” bonuses 
that were often given to cadres supérieurs are not considered in this figure: the gap might 
be even wider in reality.

At first glance, this evaluation system seemed to be an appropriate evaluation of skills. 
From a different view, however, this means that it devalued those who had no skills. It 
does not value the possibility that a person may not have any skills now but may have 
them in the future. Only current skills that have already been acquired were evaluated; 
the potentiality, adaptability, and motivation of the individual were not considered.

Of course, there is still another possibility that if skills are acquired through “in-house 
training” or “lifelong education,” they will be evaluated afresh at that moment and 
recognized as qualifications; a higher coefficient for salaries will then be granted. 
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However, for French companies, the final academic background is almost decisive, and it 
almost defines the range of qualifications and coefficients that a person can acquire in his 
or her lifetime.8）

The gap between the minimum wage and the wages of skilled workers in France was 
estimated as quite large compared to other countries.9） This does not mean that the 
minimum wage was set unreasonably low in France, but rather that skills were 
overvalued. In any case, this was an inevitable consequence of the French system of 
professional education, in which professional training was conducted outside companies, 
which did not directly bear the cost.

Ⅲ．Three-tiered structure in corporate organizations in France and the US

1．Three-tiered structure established in French organizations
Division of labor is one of the major driving forces of economic as well as social 

progress. In modern organizations, working process as a whole is first divided rationally 
and logically into jobs and then individuals with the suitable skills are allocated to each 
job. Naturally, mature organizations already employ personnel doing particular jobs. 
However, in the modern division of labor process, jobs are first defined, followed by 
appointing a suitable person. The French case should thus be regarded as a typical mode 
of the formation of organizations, as shown in Table 3.

In France, work was first divided into three major functions: （1）direction or conception, 
（2）realization or application, and （3）execution （exécution）. In the production system in 

existent organizations, these divided functions appeared as the contents of labor: （1）
conception of production system, （2）concept embodiment, and （3）execution. In addition, 
these three facets of work are crystalized as the following jobs: （1）management, 
forecasting, development, and research; （2）production preparation, concept implemen-
tation, supervision, and inspection; and （3）tasks of execution with pre-acquired 
specialized knowledge or not.

In contrast to the division of labor process, the process of determining each individual’s 
status is indicated by the arrow （⇐） from the right edge to the center in Table 3. As we 
have already seen, the level of national education determines the job classifications, 
which, in turn, determines the status: （1）engineers/cadres supérieurs, （2）technicians/

8 ）　“It has even been said of such job ratings, which are largely approved, that ‘each ［professional］ 
qualification has a threshold ［that］ cannot be crossed without a certain level of education’”. （THOMAS 
1991: 11）

9 ）　This is confirmed, for example, by a study comparing the wages of French engineers with those in 
Germany: M. MAURICE, F. SELLIER, J.-J. SILVESTRE （1982） Politique d’éducation et organisation 
industrielle en France et en Allemagne: essai d’analyse sociétale. Paris, 382.
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supervisors, and （3）operators. The statuses, which are determined in such a way, have 
their proper specific wage coefficients.

Thus, the arrow （⇒） from the left edge to the center shows that each job has been 
placed in advance in the appropriate position on the job classification; the arrow （⇐） 
from the right edge to the center shows that individuals are appointed to a certain job 
considering their qualifications.

Therefore, in French companies, the structure within organizations is neatly divided 
into three layers based on function, graphically shown in Figure 2. If we illustrate this 
three-tiered structure by function, it can be defined as follows.

（1）Cadres supérieurs （senior executives, engineers） decide the policy of the entire 
organization as a strategy and then develop tactics.

（2）Cadres moyens （technicians, supervisors） command their subordinates to fulfill 
their jobs following the preset tactics.

（3）Workers （clerks, operators） conduct specific tasks assigned to them according to 
the orders given by their supervisors.

The Parodi-Croizat ordinances were of decisive significance because they established a 

Table 3　Formation process of the three-tiered structure in French firms

division of labor process ⇒ ⇐ status confirmation process

Division of 
functions

Content of 
labor Content of job Status

Coefficients 
of wages

（lowest level）

Job classifi-
cation

Qualification 
in National 
education

Conception/
Direction

Total Concep-
tion of the 
Company

Management/Strategy/
Development

Cadres 
Supérieures/

Engineers

800 Ⅷ Ⅰ

600 Ⅶ Ⅱ

450 Ⅵ

Realization/
Application

Concretization 
of the compa-
ny/Prepara-
tion/Supervi-

sion of workers

Preparation of Produc-
tion/Concretization of 
the Concept/Supervi-

sion/Control

Foremen/
Technicians

305 Ⅴ Ⅲ

255 Ⅳ Ⅳ

215 Ⅲ

Execution Operation

Operations requiring 
skill and specialized 

knowledge/experience

Skilled 
workers 170 Ⅱ

Ⅴ

Ⅴ bis

Simple operations to do 
without special skill

Unskilled 
workers 140 Ⅰ Ⅵ

Note: The division of labor process is displayed as the arrow （⇒） from the left edge to the center. The status confirma-
tion process is displayed as the arrow （⇐） from the right edge to the center.

Source: Table 1, Table 2, and Figure 1.
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three-tiered structure within French companies by giving official approval to the job 
classification chart.

An organization called a company has several functions. The organization relies on 
three major categories of employees. That is, first, the employees who execute 
（manufactures or executers）, then the employees who manage the realization 
（organize and manage the labor of the above employees）, and finally, the employees 

who manage the concept （management of the company）. They control the 
management, or assist it, decide manufacturing policy, or assist it. ［...］ The 
supervisors are the managers of the realization. They act as a bond between workers 
and management. （MIGNOTTE et ROYNETTE 1974: 9―10）

In this French system, functions are divided into three in advance. Individuals who 
have acquired appropriate skills are allocated to each of the subdivided jobs. At first 
glance, this system is quite logical and coherent. So how is such a stunning three-tiered 
structure formed?

2．Three-tiered structure envisioned by Frederick Taylor
Scientific management, also known as Taylorism, was developed by Taylor in the 1880s 

and applied in actual factories from the early 20th century. It was an essential factor in 
the rise of industries in the US. Taylor, who demonstrated brilliant innovation in 
management history, envisioned a three-level structure with three functions as the ideal 
management entity more than anyone else. It is interesting to note that Taylor, the 
founder of the scientific management method, advocated the idea of the three divisions of 
business management functions from the beginning, alongside time studies and other 
methods.

If we look at the principles of Taylorism from the perspective of the principles of 
organizational structure, it is a division of the organization by function into three parts: 

Figure 2　The Three-tiered Structure 
in French organizations

Source: Author

Supervisors/
Technicians

(30.3%)

Cadres supérieures/
Engineers

(14.1%)

Workers
(55.6%)
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（1）management （planning）, （2）management （execution）, and （3）labor. Taylor argued first 
for the separation of management from labor and then the separation of planning and 
execution in the management function itself.

Taylor described the principle of the organization as a two-stage logical development. 
The first stage is the separation of management and labor in a broad sense. The second 
stage is the separation of planning and execution in a narrow sense or in management 
itself. In the first stage, the various managerial functions, mainly planning, which, to 
some extent, remained with workers directly engaged in production management and 
supervision, are set aside and taken over by management. In other words, it is the 
transfer of workers’ knowledge to the management. The second stage separates the 
management function’s planning and execution parts, detaches the former from the site, 
and moves it to the center （TAYLOR 1911: 30―40）. This two-stage process is illustrated in 
Figure 3.

The management （planning）, administration （execution）, and production in a single 
entity envisioned by Taylor correspond strikingly to the three-tiered structure in French 
organizations we saw earlier. When Europeans and Americans envision a sustainable 
organization, they often assume a three-tiered structure based on the three functions.10）

This concept of division into three functions was particularly innovative in the history 
of business management theory. Interestingly, however, when we look at the development 
of business management theory in the US, even after Taylor’s concept of division into 
three functions was published, there was no active debate in this direction, nor was a 
three-tiered structure formed in corporate organizations. As far as the functions are 
concerned, separation seemed to have remained only a theoretical concept, not embodied 
in any effective personnel bearing separate functions constituting an entity that exists as 
a three-tiered structure.

Scientific management, first applied on the shopfloor from the beginning of the 20th 
century, became the starting point for a series of labor management theories. One of the 
key aspects of Taylor’s theory was to provide a concrete method to rationalize the labor 
process to the maximum.

However, scientific management has been strongly criticized because of its lack of 
scientific basis and humanitarian perspective. Scientific management theory has led to 
criticism from the public because of the excessive mechanical rationalization of active 
human labor; labor unions particularly criticized it as a cunningly structured “hostile 
system.”

10）　We have argued about the three-tiered structure in the French corporate organizations. In Europe 
as well as in the United States, when intellectuals envision an ideal organization, they often divide 
the organization by function. This is because the ideal organization should be divided into three 
parts and conceived as a three-tiered structure.
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Looking at the development of management theories in the US, human resource 
management theory, coming after scientific management, aimed to overcome the 
inadequacies by emphasizing the human element.

The human-placement type （or staffing-type） attribution was developed in personnel 
management theory after the scientific management method. However, while retaining its 
core, personnel management theory has been revised partly due to the rise of human 
resource management theory.11） Peter Drucker, for example, acknowledges that scientific 
management was a breakthrough in the field of management and that it has supported 
the rise of American manufacturing since the 20th century. He states, however, that the 
scientific management method had two blind spots. The first blind spot is that the 
analysis of operation, which is divided into elements, is different from the whole （i.e., job） 
（DRUCKER 1955: 248―249）. He appreciated the job system properly, but he thought the 

synthesis was completely different. The second blind spot is to separate planning from 
execution and letting different personalities do it （ibid. 252）. Drucker argued that “under 
the new technology, workers should rather incorporate planning as well” （ibid. 252―253）. 

Figure 3　Three-tiered Structure by Frederick Taylor with Functional Bifurcation and 
Three-tiered Structure in French Corporate Organizations

Source: Author

Management
(Planning)

Management
(Execution)Supervision

Second Stage:
Separation of
Planning from
Execution in
Management

First Stage:
Separation
of Planning
from Doing

LaborLaborWork

Supervisors/
Technicians

(30.3%)

Cadres supérieures/
Engineers

(14.1%)

Workers
(55.6%)

11）　Broadly speaking, the main course of development of American labor management theories are as 
follows: scientific management theory （Taylorism） in the early 20th century; human resource 
management theory from the 1920s; human relations management theory from the 1930s; behavioral 
science management theory from the postwar 1950s; human resource management theory from the 
1960s. The disciplines preferred by the first three currents were industrial engineering for scientific 
management, industrial psychology for human resource management, and industrial sociology for 
human relations.
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Drucker was critical of the explicit division of the three functions creating a three-tiered 
structure. After the theory of human resource management, subsequent American 
management studies had to be realistic, considering Drucker’s criticism and the actual 
situation that depended on such criticism. It may be a sign of Americans’ management 
sense. Above all, people of various origins, including Drucker, did not readily accept the 
organizational principle with a strong Indo-European influence, such as a three-tiered 
structure with three functions.

In the US, criticism of scientific management theory has increased since then, but with 
the emergence of new theories, beginning with human resource management, research 
has progressed to cover not only job orderliness but also human orderliness. Rather than 
simply promoting human-placement type attribution, measures to deal with jobs and 
people, such as job redesign, have been considered.

The organizational structure in the US was quite flexible. In companies that adopted a 
business division system, it was characterized by the concentration of authority in the 
hands of the division general manager, and there was no explicit drive for a three-tiered 
structure within the company. This may be because the realization of the three divisions 
by function was not the top priority but rather a common understanding that the 
corporate objective was to maximize profits. As long as profit maximization and 
management rationalization were the top priorities, the necessity of dividing the 
organization into three parts by function diminished.

In other words, as far as the various developments of business management theory in 
the United States are concerned, companies accepted the principle of three divisions of 
functions, which is the Taylor principle; however, in the actual in-house organization, the 
system of three separate functions was not fully adopted.

3．Personnel management theory revised in the US but kept in France
A hundred years ago, in the 1920s, with the rise of big business, various labor 

management theories began to be actively discussed in the United States. Among them, 
personnel management discussed the deployment of personnel to the job to compensate 
for deficiencies in the scientific management methods developed by Taylor. The 
theoretical core of personnel management was to define the job first and then assign an 
adequate person afterward; the direction of the construction of the labor organization 
process （attribution） was firmly sustained. In other words, the core of the personnel 
allocation model that was clearly described by the theory of personnel management in the 
United States a hundred years ago has been preserved in the formation of the intra-
company division of labor in present-day France.

However, labor management theories have developed in different ways in the United 
States. The academic school called personnel management no longer exists; academic 
interests have been extended from human relations to human resource development and 
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job redesign, and continue to follow, up to now, human development.
Thus, along with the development of labor management theories in the United States 

up to the present day, the idea and practice of classical personnel management theory, in 
the core part of the division of labor, still seem to be alive and well in France. We, 
therefore, present a hypothesis to explain the difference; the Parodi-Croizat ordinances 
were promulgated in 1945, and since then, France as a whole has established an 
irreversible causal relationship: educational background → professional qualification → 
job order → wage level. In other words, the irreversible human-placement type was 
determined on a national scale by the Parodi-Croizat ordinances so that in France, the 
wage levels of individual workers were no longer subject to disputes at the corporate 
level. Trade unions now do not engage in salary improvement struggles such as wage 
increases but instead focus on classic political class struggles on a national scale.

Ⅳ．Human resource management in French corporates seen in interview 
studies at the beginning of the 1990s

In contrast to American companies, the characteristics of French corporate organi-
zations are that jobs are divided into three distinct functions and employees are inte-
grated into the three-tiered structure. Why do French corporate organizations have a 
realistic three-tiered structure, while those in the United States do not?

1．Preceding definition of jobs （duties） for the division of labor inside and 
outside the company

One of the fresh discoveries for the author of this paper when he conducted a series of 
study interviews with corporate executives in France in the early 1990s was that firms, in 
organizing the division of labor, first defined the descriptions for every job and then 
attributed the most suitable person to every job.

What happens in the division of labor within a company when the business environ-
ment changes significantly so that quantitative and qualitative modifications should 
inevitably be taken into the organization of jobs? In such cases, in France, they created 
jobs and functions that responded to the new situation of the 1990s. Chambers of Com-
merce and Industry throughout France provided management guidance to SMEs. The 
Brittany Chamber of Commerce, for instance, instructed local SMEs that it was desirable 
to create quality control jobs in order to improve quality and that they should be 
management posts （cadres in French12））.

12）　In France, cadres may be promoted internally, but the primary hiring method is to recruit from the 
outside market. In that case, educational background, especially certificate of the school from which 
one has graduated, is important as much as professional experience. BAC + 2 （two years after BAC） 
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An interview with a director of that Chamber can be summarized as follows:

（1）Quality control jobs should be independent and autonomous;
（2）Quality control jobs are ranked as cadre;
（3）Cadres for quality control are recruited from external markets;
（4）��New hires must have a BAC+2 or higher educational background in addition to 

some experience in quality control;
（5）��If the above conditions are met, a public subsidy of 100,000 francs will be given at 

the recruitment time.13）

should be the minimum criteria for being selected as a cadre. However, they should be ranked in the 
lowest classification of cadre （except when it is promoted internally）. Cf. “Le salaire des cadres 
1993”, L’Expension, No. 452―453, 1993.

13）　The interview that I conducted was very instructive for the study, which I quote here. The 
Brittany Chamber of Commerce: “We would like to procure objective indicators to tell us whether 
there have been clear developments in quality. In this respect, we have chosen ‘creation of quality 
control duties’ as our indicator. This is because a company cannot exist enduringly as an 
organization unless its quality management duties are accompanied by persons responsible for the 
job. What is important, however, is that the duties are clearly assigned and the function is made 
permanent. Our job is to advise companies to create a system of quality management. If you don’t 
create quality jobs, everything is unstable in the company. Without this, we are not self-sustaining. 
In the past four years, 220 quality manager positions （i.e., cadres） have been created in SMEs in 
Brittany. Among these, 117 were through internal promotions and 103 were through recruitment. 
There is public funding support only when quality cadres are recruited from external markets. There 
is none for internal promotions. This encourages companies to bring in ‘brains’. This is because there 
is often no encadrement （framing for supervision） for quality in SMEs as they do not have people 
with diplomas in quality control. We will subsidize firms only when they hire experienced cadres 
with BAC+2 qualification or above. However, it is not good if there is too much difference 
intellectually between people in the shop and the managers, and so, those who have higher 
educational background are often not hired. Generally, they are required to have BAC+2 as a 
minimum qualification in addition to professional experience. They must be cadres. This is what we 
require. If they are not cadres, we do not provide subsidies. The subsidy is 100,000 francs for each 
quality cadre employed, at the time of recruitment. If the duties are different, for example, 
production engineering, quality, and manufacturing, the subsidy is paid out three times. Hiring new 
cadres leads to a potential increase in added value, so that we subsidize only when they create new 
cadres which we think will make effective economic impacts. It is important to bring in skills from 
the outside. This is nothing but hiring of cadres. Even if the cadre quits the company, the position of 
quality cadre must remain open as the job has already been revealed to be indispensable for the 
sustenance of the company. So, new cadres are recruited into the system. The terms and conditions 
of such subsidies （BAC+2, experience, and cadre status） are important because they raise the level 
of the organization, the level of cadre responsibility, and ultimately, the level of the company.” 
（Interview carried out by the author of this paper on 20 July 1993）
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This incentive policy for creating quality control jobs was implemented at the regional 
level of Brittany, but not throughout France. However, it clearly showed what kind of 
relationship between jobs and people in France was regarded desirable.

When the work changes quantitatively and qualitatively, the case mentioned above 
shows how to modify the division of labor to respond to the new situation within the 
company. When the amount of work increases quantitatively, firms divide the job 
contents and create new jobs. When brand new works, which are qualitatively different, 
are born, they create new jobs. The reason for creating new jobs was to allocate new 
people to the new jobs. Moreover, in this case, no financial grant was given unless the 
new post was a cadre. French companies often use the expression “structurer,” which 
creates a cadre job to control as a “framework” and place non-cadre subordinates there to 
make the whole section independent. In principle, the functions should be as explicit as 
possible and independent. The reason for making it explicit and independent is, of course, 
to attribute people to jobs.14）

When we take a further look at the French subcontracting system, we can point out the 
same style of attribution between work and subcontractors. Details of the offer, such as 
specifications and volume, were to be precisely defined beforehand, and requests for 
quotation were to be carried out afterward to subcontractors. Without precise details of 
the work beginning with specifications and volume, a quotation request does not make 
sense. Several subcontractors were then asked to provide quotations, and the contractor 
selects the supplier based on price and various other factors. The behavior described 
above was entirely clear and legitimate to provoke doubt; the Japanese way, however, is 
entirely different.

A French plant manager of automobile parts manufacturer V in Dijon said there was a 
big difference between the Japanese process and the European process regarding whether 
prices are determined first. According to the factory manager, Europeans cannot start 
work unless they primarily agree on the price.15） In order to determine the price precisely, 

14）　In general cases, SMEs in France have severe problems of bloated overhead costs in quality 
control; when they intend to raise the level of quality control, they need cadres. Cadres receive a 
much higher salary than workers. Therefore, indirect costs increase as much. This is one of the main 
reasons for the lack of competitiveness of French SMEs. Of course, one of the beneficial ways to 
prevent such an increase in costs is to improve quality control at the worker level without creating 
cadre jobs.

15）　Director of an automobile parts maker in Dijon; “When I had business with T, a Japanese car 
maker in U.K., I learned the Japanese way. It is based on mutual trust. For example, we do not 
place any order without knowing the price. The Japanese way is to start work and then negotiate 
the price. When we received an order from T, the price was not written. This scheme of procedure is 
completely unfamiliar in Europe. So, as Europeans, we felt uneasy when we came across this way. 
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the content of the order must be strictly clarified. The customer should strictly determine 
the specifications of the products such as dimensions, accuracy, materials, and functions 
in addition to the volume to order; the price to be agreed on the quotation can only be 
established after the subcontractor strictly determines the method, the person-hours, and 
the time necessary for manufacturing. The Japanese way of ordering described by the 
plant manager is the reverse: subcontractors are to be selected first and specifications to 
be fixed afterward.

2．Opposite directions of the attribution in the construction of the division of 
labor

In the division of labor within organizations, the relationships between people and jobs 
are not unilateral. There are, in fact, two ways in which the division of labor can be 
constructed. First, a job is defined and a person is then assigned to that job; second, 
conversely, a person is selected first and a job is assigned to that person.

The direction “job←person” shows a person’s placement to a job; in this case, the job 
has been defined beforehand （from left to right, the job has been determined in advance, and 
a person is placed to that job）. This is precisely the kind of division of labor we see in 
French companies, as also shown in the upper row of Figure 4. We will call this placement 
typical in French companies the person-placement type. The creation of the quality 
control function recommended by the Brittany Chamber of Commerce and Industry was a 
brilliant example of the person-placement type described above.

In this way, Japanese companies recruit new graduates in lots and gradually assign 

We wondered what would happen if we don’t agree the price on the final stage when we have already 
prepared molds and started production. I will tell you an experience of mine. When I was the factory 
manager of Nevers, I invested 5 to 6 million francs ［about one million US dollars］ in dies and molds 
without receiving any confirmed order. Because I had received a letter from T saying that ‘You are 
allowed to order molds （Vous êtes autorisé à commander l’outillage）. The product price will be 
negotiated later.’ This is by no means the European way. In Europe, we first offer the price, and if 
we make a change to the mold, our design department （bureau d’étude） calculates the cost of the 
mold change and tell our customers’ design department the price of the design change and ask, ‘Do 
you agree with this?’ The design department of the customers consults with their purchasing 
department about the price change and ask them if they agree with it. Well, we also have a 
relationship of trust; so, we do not wait until the final order is explicitly written （because we know 
that the paperwork takes time）, but we ask the customers to give their consent of the mold change 
by fax. In short, we ask the customers for their previous ‘approval’. Otherwise, you may be told, “Oh, 
this is expensive” and your order may be canceled or you may be forced to lower your price. In 
Europe, we first discuss and agree on the price in advance. Certainly, there are customers that we 
have a long relationship with, but the price is decided in advance.” （Interview with the author. 
September 9, 1993. The numbers in brackets ［�］ are added by the author）
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them to higher-level jobs by providing them with in-house training and education. In 
recruiting new graduates in lots, the first step is selecting and identifying people and 
then giving them jobs. We can call it “person ← job” attribution, which means selecting 
individuals first and then giving them jobs afterward. Let us call this attribution a job-
allocation type. In other words, the direction of “attribution” is opposite between Western 
companies （person-placement type） and Japanese companies （job-allocation type）.16）

Conclusion― Three-tiered structure as a consequence of the Parodi-Croizat 
ordinances as well as of the national consensus

Person-placement type attribution is one of the characteristics of French organization; 
the Parodi-Croizat ordinances consolidated this kind of attribution as the basis of a series 
of irreversible decision-making processes embedded in systems ranging from education to 
wages.

The Parodi-Croizat ordinances were only subordinate administrative orders called 

16）　From modern concept on division of labor, we are inclined to regard it usual to define jobs first and 
to attribute a person to each job afterwards. From a historical point of view, however, it is not true. 
Since the emergence of human race, approximately seven millions years ago, our ancestors have 
lived for a long time in small families or expanded familial organizations called bands; there have 
been no ways to expand organizations because they lived by hunting-gathering depending 
completely on the natural environments. In bands, as the members were already defined and 
determined, when a new job to do came across, it was unavoidably attributed to one or several 
members of the band. During almost all the period of existence, humans were obliged to choose a 
person first and to attribute a job afterwards in the way that I call job-allocation type in the text. 
Reversal of the attribution from job-allocation type to person-placement type was the definitive 
turning point in the history of the organizations （NAKAGAWA 2021a; 2021b）.

Figure 4　  Opposite directions of the attribution in the 
construction of the division of labor

European Type:
Job　 　 Person

Japanese Type:
Person　 　 Job
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ministerial ordinances, whose promulgation process saw not only the government but 
also representatives of workers and management participate. Moreover, after the Parodi-
Croizat ordinances, the comprehensive package of laws and regulations, including several 
subsequent ministerial orders as well as laws, which followed the first ordinances, was a 
result of a long period of consultation between the government, labor, and management, 
which became a national consensus.

Since it became a national consensus, the ideas underpinning it have survived to this 
day as fundamental to the labor management system, vocational education, job 
qualifications, and job hierarchy in France.

The three-tiered organization survives in France; the bifurcation of functions conceived 
by Taylor in the scientific management method at the end of the 19th century remains in 
a primordial form in France.

From our hypothesis, the reason for this might be that French people are fond of the 
three-tiered structure within the organization and tacitly agree that “this is the way it 
should be.” In other words, since it was established in 1945 as a national consensus and 
still forms the basis of the organizing principle after more than 70 years, the belief in the 
organizing principle established in the Parodi-Croizat ordinances strongly imprints the 
hierarchical structure of the three functions on the depths of French people’s psyche.17）
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