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ABSTRACT 
 

As projects play a key role in implementing strategy, organizations of all kinds implement 
projects. Further, as the importance of the projects grow, management of the same also becomes 
crucial in terms of monitoring and controlling. However, as non-project based organizations 
lack distinctive project management approach, their project are controlled and monitored by the 
inherent management control system. While, several studies have highlighted that different 
organization control mechanisms are exercised at varying degree, there is a dearth of study done 
in project context. However, one recent study done by Nieminen and Lehtonen (2008) in a 
program context focusing only in organizational change revealed three organizational control 
mechanisms and 23 control tools being exercised as varying degree in four case programs. As 
several studies in the project management context highlight the need to tailor the approach 
according to the project types, this study focuses on understanding how the control mechanisms 
vary across different types of projects executed by non-project based organizations employing 
the project classification developed by Turner and Cochrane (1993). 

A qualitative study employing semi-structured interview was conducted with eight project 
managers of respective projects implemented by seven companies from China and Nepal. Based 
on the feedback given by the concerned project managers, the study revealed distinct 
organizational control mechanisms dominated distinct project types in rolling out a successful 
project, even though there was presence of all types of organizational control mechanisms in the 
sampled projects. Further, the application of the control tools within the control mechanism 
varied even across projects of similar type.  

Keywords: Organizational Control Mechanisms, Control Tools, Permanent Organization, 
Project Types 
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CHAPTER 1 – INTRODUCTION 
 

Management of project in non-project based organization in absence of project-oriented system 
(PMI, 2004) is governed by the existing organization system. Thus, the aim of the study is to 
explore the types of organizational control mechanisms exercised by non-project based 
organizations while controlling projects. While several studies in the field of organizational 
control reveals various kinds of mechanisms being exercised by organizations (Ouchi, 1979; 
Kirsch 1996), few studies have converged on the application of the mechanisms in project 
situation. One study done by Nieminen and Lehtonen (2008) focused on four programs focusing 
on organizational change, where all kinds of control mechanisms under various controlling tools 
were noted but the application varied across the programs. Further, as several studies on project 
and its management suggests for different approach according to the project types (Payne and 
Turner, 1999; Shenhar, 2001; Müller and Turner, 2007; Crawford et al, 2006), our attempt is 
directed towards understanding the application of organizational control mechanisms across 
different types of projects in a non-project based organizational setting. To undertake this study, 
we conducted case studies across seven companies from China and Nepal covering eight 
projects. In aid of the semi-structured interview along with other secondary data, the 
organizational control mechanisms were analyzed taking into consideration the different projects 
types. 

1.1 Background 
Various types of organizations operate within their respective environment and are influenced by 
the changes in the environment (Aguilar, 1967). Organizations operate within an environment 
with the objective to either maximize the return for its shareholders or maximize the wealth for 
its stakeholders (Friedman, 1962; Leontiades, 1987; Post et al, 2002; Smith 2003). However, as 
the environment is rapidly changing, it has brought about various challenges for organizations to 
maintain their position. There are ample evidences to demonstrate how organizations that were 
regarded as stalwart in the past have converted into minnows or even disappeared from this 
competitive market place. However, there are many others across the spectrum, that have 
managed to maintain their competitive position as by constantly engaging and coping with these 
changes.  

Considering this perplexing situation, one can raise a question as, “How can organizations 
maintain such competitive position while others fail miserly in the same dynamic business 
context?”  Well, there are endless factors such as leadership skills, pace of innovations, 
entrepreneurial spirit, intrapreneurial setup and others, which various scholars have argued for 
organizations to maintain its competiveness over the years (Rogers, 1983; Yukl, 1989; Pinchot 
and Pellman, 1999). However, as we focus on the aspect of “Projects”, we hereby put forward 
some arguments in favor of projects, which have been considered as vehicles to bring about a 
change as demanded under the changing environmental context (Carter, 1986; Thomas, 1990; 
Kerzner, 1995; Atkinson, 1999; Bryde, 2003; Hillson, 2003; Vidal & Marle, 2008). In this 
regard, Turner (1999) highlights the need of project for effectively handling these challenging 
situations. His notion of project working as building blocks in the design and execution of 
strategies is similar to the views raised by Reiss (1998), Hauc & Kovac (2000), Kloppenborg and 
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Opfer (2002), Gardiner (2005), Jugdev and Müller (2005) and Soderlund (2005). The argument 
is that there are plethora of tools and techniques in designing strategies but hardly an effective 
tool such as project for implementing the same. In this regard, Kerzner (1995) views project as a 
powerful tool to enhance the quality as well as enrich value of what is delivered to the customers. 
He portrays a changing environment and even warns that companies considered stalwart in past 
may no longer be the same due to their inability to overcome such demanding changes. As 
organizations are engaged in building strategies to tackle the demanding business environment, it 
is through projects that such strategies can be realized. 

As we have already indicated the rationale of projects in implementing strategy, we also need to 
clarify our understanding as to what constitutes a project. To begin with, we take the 
understanding of Kerzner (1995), who views project as a unique endeavor undertaken by the 
organization having specific objective, which is distinctive from its usual activities. He further 
states that project require resources and are operated under the predicaments of meeting cost, 
time and quality. Reiss (1998) also opines a similar view but focuses on change and even stresses 
project management as the management of change. Similarly, PMI defines a project as “a 
temporary endeavor undertaken to create a unique product, service or result” (PMI, 2004, p. 5). 
With all these definitions in mind, one can suggest project to be a special effort, having a clear 
objective undertaken to bring about a change, under a given period and available resources. 

1.2 Research Question 
Based on the discussions presented above, one can infer the importance of projects for 
organizations to maintain its strategic position on a continual basis. In fact, many organizations 
do implement projects. However, as Project Management Institute (PMI) Body of Knowledge 
(2004) has in particularly referred the term as project based organization and non-project 
organization drawing a demarcation between the types of organizations, the management of 
projects in these types of organizations may vary. Importantly one of the critical aspects 
concerning the management of these projects revolves around the controlling function. 
Particularly in the case of non-project based organizations, the controlling functions would be 
governed by the organizational controlling mechanism in the absence of a standard project 
management process. Further, even as these types of organizations rollout projects of various 
natures, the functioning of the controlling mechanism could vary according to the project context 
as indicated in several studies (Payne and Turner, 1999; Shenhar, 2001; Müller and Turner, 
2007; Crawford et al, 2006). The confluence of the controlling mechanisms applied across the 
various types of projects in non-project based organizations forms our base of study with the 
following research question:  

“How organizational control mechanisms vary across different types of projects executed by 
non-project based organizations?” 

The unit of analysis of study stated above will be the organizational control mechanism. 
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1.3 Outline of the Study 
In the current chapter i.e. “Chapter 1”, we presented the role of 
projects in maintaining a competitive position under the changing 
environmental context as well as clarified the concept of project 
considered for our research. Based on these backgrounds, we 
formed the research question and clarified the unit of analysis of 
the study. 

In “Chapter 2”, we shall cover the concept of non-project based 
organizations and its distinction from project based organizations. 
We shall also cover the concept of organizational control and 
present the perspectives on organizational control mechanisms 
forwarded by several researchers, followed by presenting the 
organizational control mechanisms considered for our study. 
We shall also review the classification of projects forwarded by 
different researchers to build the study on the types of projects for 
our study. By reviewing all these literatures, we shall then identify 
the knowledge gap, where our study shall focus. 

In “Chapter 3”, we shall be discussing on the underlying 
philosophy of our study along with the research strategy, the 
research method, data collection instruments used, background of 
the cases sampled and the issues surrounding the validity and 
reliability of the undertaken study. 

In “Chapter 4”, we shall employ our analyzing technique to 
analyze the sampled projects and its management as well as 
review the application of the controlling tools in lieu of 
assessing the varying nature of the control mechanisms 
identified in respective projects.  

In “Chapter 5”, based on the identified organizational control 
mechanisms and projects nature, we shall delve more in 
identifying potential relationship between organizational control 
mechanisms and the projects types. 

Finally, we shall briefly summarize our findings, highlight the 
implication of our study for both the academics and practitioners, 
state the strengths and weaknesses of our study before providing 
suggestion for further study in future in the last chapter – “Chapter 
6”. 

Chapter 2 

Literature 
Review 

Chapter 1 

Introduction 

Chapter 3 

Methodology 

Chapter 4 

Analysis 

Chapter 5 

Discussion 

Chapter 6 

Conclusion 



- Organizational Control Mechanisms And Its Application Across Different Project Types - 

Prasad Gyawali & Yin Tao, MSPME 2007/08  4 

CHAPTER 2 – LITERATURE REVIEW 
 

To have a general understanding around the research area, after the initial brainstorming, 
literatures on relevant topics were searched in http://scholar.google.com. To redefine the search, 
key words such as “Project Control”, “Control Modes”, “Organizational Control”, “Project 
Based Organization”, “Control Tools”, “Project Types”, “Project Classification” and 
“Categorization Project” were used both in the aforementioned search engine and in various 
academic journals through EBSCO-HOST and JSTOR accessed through UMEÅ and Heriot-Watt 
Universities. 

The search for the literature review was based on the following categories of topics: 

• Non-project based organization and its distinction from project based organization 

• Organizational control and its controlling mechanisms 

• Project Controlling tools  

• Classification of projects 

2.1 Non-Project Based Organization  
While reviewing the term as what distinguishes project-based organizations from non-project 
based organizations, there is clearly dearth of materials, which clearly delineates these 
terminologies. Our attempt begins with the notion forwarded by PMI (2004; p. 27), which 
defines project based organizations to be either driven by implementing projects for its revenue 
generation or those that have adopted management by projects whereby the management system 
in place complements the project management process. Consulting firms implementing projects 
or rolling out project for clients in the field of architecture, engineering, construction, business 
process and others can be categorized in the former group, while in the latter group, systems such 
as the financial system would be embedded within the organization to account, monitor, control, 
and report various types of projects running throughout the organization. 

Hobday (2000) also confirms with the view of PMI (2004), whereby he highlights the role of 
projects, which embodies the business functions carried out by departments of functional and 
matrix organizations. His view, of projects being the major source of business for such 
organizations, indicates the role, status, and controlling power of project managers over business 
functions, personnel and other resources. Bredin (2008) while conducting her research on Human 
Resource Management in project-based organizations identified the following basic features: 

• Projects evolve as the core activities for organizations 

• Project work is regarded as routine rather than exception 

• Temporary projects are embedded in the organizational framework 

http://scholar.google.com/
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From the discussion above, we can clearly observe that projects center as the nucleus of project-
based organizations. However, projects in non-project based organizations can hardly be the 
driving force, embedded in the operations of the organization. Further, as the systems in those 
organizations would not be in accord with the project management process, the management of 
project in non-project based organizations becomes far more difficult. It is critical to understand 
the fact that as organizations vary from project based to non-project based, the structure of the 
same varies accordingly from functional to projectized (PMI, 2004). This variation in structure is 
not new, as various organizational forms from functional organization at one point to project 
based organization at another point and matrix organization in between have been suggested over 
the years (Galbraith, 1971; Larson and Gobeli, 1987). Galbraith (1971) argued for matrix form to 
balance the need for projects to succeed as well as to develop the technologies. However, Larson 
and Gobeli (1987) have highlighted the various arguments for and against matrix form and have 
suggested for project matrix form for those organization focused on development of new product 
or services.  

As indicated above pertaining to the structure, the organizations taken into consideration for this 
study would predominantly fall into the functional side as depicted in the figures below (Figure 
1 and Figure 2). Our assumption of the organizations, that we propose to study do implement or 
rollout projects but would be hard to conceive that these projects are driven through project 
management process or even least likely to be the major source of its revenue. Further, as 
depicted in the Figure 1, as top management’s decision plays a crucial role in the functioning of 
the organizations, majority of project manager’s authority would be expected to be “Little” or 
“Low”. Also considering the nature of the organizations, the functional heads are expected to 
have more authority in deciding the budget of the project. We also assume that majority of the 
functional heads or line managers would lead the project as depicted in Figure 2, indicating that 
the role of project manager’s would tend to be more of part-time. With all these assumptions in 
hand, we rationalize that our proposed organizations would be non-project based organizations.  

Figure 1: Organizational Structure (PMI, 2004, p. 28) 
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Figure 2: Functional Vs. Projectized Organization (PMI, 2004, p. 29) 

 As projects acts as a vehicle to implement strategies across organizations, it is undoubtedly 
critical that these projects needs to be controlled and monitored for the organizations to realize 
the end objective (Abdelsayed & Navon, 1999; Hegazy & Petzold, 2003; Bourne & Walker, 
2005; Zudor & Holmstrom, 2005). In fact, the nature of the project itself, which characterizes as 
being unique, having a definite start and end time and having a progressive elaboration, demands 
close monitoring and supervision. Project Management Institute (PMI, 2004) and Association of 
Project Management (APM, 2006) under their respective bodies of knowledge, along with 
several other researchers have highlighted the importance of monitoring and controlling of 
projects and have recommended several approaches, tools and techniques. However, as these 
aspects originate from project management perspective, to apply these controlling features in 
non-project based organizations as defined in the previous section may not be rationale. 
Considering this view in mind, we have tried to overview the organizational control and its 
mechanisms originating from the traditional management perspective in the following sections. 

2.2 Organizational Control and its Controlling Mechanisms 
Here, we shall briefly highlight the concept of Organizational Control and present the 
perspectives on Organizational Control Mechanisms studied by several researchers before 
presenting the organizational control mechanisms considered for our study. 

2.2.1 Overview of Organizational Control  

Organizational control helps organization tailor its goals and resources. During the past 
decade, there are different theoretical propositions of organizational control, which have been 
indicated by several proponents. Tannenbaum (1968) defined organizational control as the sum 
of interpersonal influence and relations in an organization. Similarly, Flamholtz et al (1985) 
described organizational control as the process of influencing the behavior of people as members 
of a formal organization. Ouchi (1979) referred the 1965 work of Etzioni, where he proposed 
power-influence approach to interpret control as power. There are also many, who treat control 
as a cybernetic process, consisting of the work, measurement, comparison and intervention 
(Flamholtz et al, 1985; Otley et al, 1995). Further, Ouchi and Maguire (1975) suggested control 
as a problem in information flow while, Weber (1947) specified control as an issue in creating 
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and monitoring rules through a hierarchical authority system, which was also complemented by 
Perrow (1972) and Blau (1963). These views clearly indicate that control as a power is exerted to 
influence people within the organizational setting with its distinct structure.  

However, it also critical to understand how, this organizational control is exerted. Is there a 
mechanism to functionalize the control within the organizations? If there is, how does this 
mechanism work? The following section summarizes the various control mechanisms referred 
across several literatures. 

2.2.2 Different Propositions on Organizational Control Mechanisms 

Kirsch (1996), indicate that organizational control is exercised through control mechanisms, 
which have been generally recognized as critical for organizations to achieve their objectives. 
From prior work investigating organizational control, different kinds of control mechanisms have 
been identified. Each mechanism has its own particular characteristic and governs the different 
aspects of control. However, Ouchi’s contribution to the study dominates the field. Ouchi’s 
contribution on the mechanisms mainly focuses on market, bureaucratic (including behavior and 
output) and clan control. Interestingly, it was others like Bandura (1977), Mills, (1983), Ashford 
& Tsui (1991), Kirsch (1996) and others who presented self-control as another controlling 
mechanism apart from the ones suggested by Ouchi. The following section deals with all these 
aspects of organizational control mechanisms. 

2.2.2.1 Organizational Control Mechanisms as Market, Bureaucratic, Clan and Self-Control 
We begin with Ouchi (1979), whose view has dominated organizational control mechanism 
theory with the three fundamentally different mechanisms namely – market control, bureaucratic 
control and clan control. Based on these controlling mechanisms, the organizations are expected 
to cope with the problem of evaluation and control, while in the process these mechanisms 
ensures the organization receives the cooperation from the people working within the 
organization.  

Market control emphasizes the use of external market mechanisms such as price competition and 
relative market share to establish standards used in the control system to precisely measure and 
reward individual contributions (Ouchi, 1979). Ouchi forwarded the work of Arrow of 1974, 
who proposed that as a pure model, a market is a very efficient mechanism of control in which 
prices convey all the information necessary for efficient decision-making (Ouchi, 1977). Market 
control also allows competition between actors, which itself works as a controlling measure.  

Bureaucratic control focuses on organizational authority and relies on a mixture of close 
evaluation with a socialized acceptance of common objectives, rules, regulations procedures and 
policies (Ouchi, 1979). Actually, it is Weber (1947), who first forwarded a theory of bureaucratic 
control or bureaucratic structure. Walton (2005) provided substantial support for the Weber’s 
model of bureaucratic control by using Meta-analytical techniques and presented that the 
bureaucratic model of control could be generalized. Conforming closely to the bureaucratic 
model described by Weber (1947), Ouchi (1979) addressed the notion that bureaucratic control 
bases on close personal surveillance and direction of subordinates by superiors prescribed by 
quantitative and qualitative rules, where the rule acts as an arbitrary standard for making 
comparison. Nieminen and Lehtonen (2008) used the 1975 concept of Dornbusch and Scott, 
where they had presented how bureaucratic control enabled organization to make observation of 
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performance, assigning values to the performance and finally comparing the values to the rule. 
Here, it is critical to understand that the main notion behind the control purpose in bureaucratic 
control is to control either the behavior or the outcome.  

Ouchi (1978) addressed the problem of control loss in hierarchies and revealed that behavior 
control and output control differ sharply in transmission. This was the first time Ouchi brought 
forward a clear distinction between behavior control and output control as two kinds of 
bureaucratic control. He suggested that behavior control is determined by local, particularistic 
conditions and therefore cannot be expected to show high inter-level consistency or transmission, 
while output control is transmitted through three levels of hierarchy (department managers, 
assistant department managers and others) with relatively little loss. The choice of control 
strategy depends on knowledge of the transformation process and ability to measure outputs. 
Behavior control can be used under the circumstance of perfect knowledge of transformation 
process, which means that organization know exactly the behaviors and processes that will 
transform inputs into outputs. Outcome control can be applied when desired result is measurable. 
Figure 3 reflects the conditions determining the measurement of behavior and of output as 
forwarded by Ouchi (1979). 

Figure 3: Conditions Determining Measurement of Behavior & Output (Ouchi, 1979, p. 843) 

 

Clan control relies upon a relatively complete socialization process through regulating behavior 
by shared values, norms, traditions, rituals and beliefs of the organizational culture as by 
effectively eliminating the goal incongruence between individuals (Ouchi, 1978).  Ouchi (1980) 
describes a clan as any group of individuals who have common goals and who are dependent on 
each other. Compared with bureaucratic control, clan control is implemented under imperfect 
knowledge of the transformation process and outcomes are difficult to measure and evaluate (see 
Figure 3). Carefully selecting individuals with professional training, socializing them to the 
values and beliefs of the clan, rewarding them for joining clan-approved rituals will help 
implement clan control (Ouchi, 1980). 

Leifer and Mills (1996) have also discussed three control mechanisms referred to objective 
controls, normative controls and self-management, which are consistent with Ouchi’s theoretical 
perspective. As a form of cybernetic control mechanism (Hofstede, 1978), objective control is 
observable and serves to assure that actions conform to measurable standards. It relies on 
objectives, rules, hierarchical surveillance, evaluation and direction. Complying with 
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bureaucratic control, which consists of behavior and output control proposed by Ouchi and 
Maguire (1975), objective control, includes process control and output control. The application 
depends on the cause-effects relationships.  

In contrast to objective control, which attempts to restrict behavior, normative control and self-
management attempt to induce a value or a change of belief (Leifer & Mills, 1996). Similar with 
clan control as explained by Ouchi (1979), normative control reflects the organizational value 
structures, which entails commitment to the group or organization. There are two kinds of 
normative control defined by Leifer and Mills (1996) namely – instrumental control and goal 
control. Instrumental control is considered as shared reality about behavior as how a particular 
task should be carried out. Goal control on the other hand, is agreed upon the end state. Under 
normative control conditions, both instrumental and goal controls can be applied because of their 
inherent interdependence.  

Self-management has been claimed as an internal control mechanism by growing numbers of 
scholars (Bandura, 1977; Schelling, 1978; Luthans & Davis, 1979; Mills, 1983; Erez & Kanfer, 
1983; Manz & Sims, 1987; Ashford & Tsui, 1991). Based on individual value system, it is also 
referred to as the inner frame, cognitive map or schema (Neisser, 1976). The individual sets 
his/her own targets and monitors their own behavior in relation to the needs of organization. 
According to Leifer and Mills (1996), under self-management mechanism, individual cognitive 
map is changed and organized to comply with the values and beliefs of organization, while 
behaviors also adhere to organizational goals. Self-management branches out the objective 
control mechanism, which is associated with fixed behavior whereby the individual’s zone of 
responsibility is expanded for creation and negotiation. 

2.2.2.2 Organizational Control Mechanisms as Formal and Informal 

Jaworski (1988) discussed control mechanisms from another point of view. He illustrated two 
broad categories of control mechanisms: formal and informal control. Formal control, viewed as 
a performance evaluation strategy, is formally documented and initiated by management. 
Eisenhardt (1985) pointed out that either behaviors or outcomes could be measured, evaluated, 
and rewarded. The two types of formal control: behavior based and outcome based, which are 
also addressed by Thompson (1967) are accordant with Ouchi’s conceptualization of behavior 
and outcome control.  

Informal control, as a social or people strategy, is unwritten and often initiated by employees 
themselves (Eisenhardt, 1985; Jaworski, 1988). Clan control is a type of informal control 
mechanism based on socialization instead of a formal control process (Ouchi, 1979). Self-
control, interchangeable with self-management and self-regulation (Mills, 1983), is a second type 
of informal control. In contrast with clan control, which is a function of being socialized into a 
group, self-control stems from individual objectives and standards (Jaworski, 1988). 

2.2.2.3 Refinement of Ouchi’s Work 
Kirsch (1996) clarified a number of key constructs in the organizational control area. Based on 
prior work of control mechanisms, Kirsch further refined Ouchi’s framework. She modified 
Ouchi’s original framework to retain behavior and outcome control, which stem from 
bureaucratic control, while she dismissed market control and included self-control. She 
suggested that organizational control includes formal and informal control in the form of 
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bureaucratic, clan and self-control. The characteristics of different mechanisms included by 
Kirsch have been summarized in Table 1 as presented below:  

Table 1: Characteristics of Four Mechanisms of Control (Kirsch, 1996, p. 4) 

Mechanism � Characteristics of Mechanism�

Behavior control 

1. Behaviors that transform inputs to outputs are known 
2. Controller monitors and evaluates controlee’s behaviors 
3. Explicit link exists between extrinsic rewards and following 

behaviors 

Outcome control�

1. Desired task outcomes are known and measurable 
2. Controller evaluates whether outcomes were met 
3. Explicit link exists between extrinsic rewards and producing 

outcomes 

Clan control 

1. Task-related behaviors and outcomes are not pre-specified 
2. Goals are determined by clan and evolve during the task period 
3. Clan identifies and reinforces acceptable behaviors 
4. Rewards are based on acting in accordance with clan's values 

and attitudes  
5.  Shared experiences, values, and beliefs among the clan members 
6.  Members exhibit strong commitment to the clan 

Self-control 

1. Controlee sets own task goals and procedures 
2. Controlee is intrinsically motivated 
3. Controlee engages in self monitoring and self evaluation 
4. Rewards are based partly on controlee’s ability to self manage 

 

2.2.2.4 Application of Organizational Control Mechanisms in Program Context 
Based on the work done by the researchers mentioned above, Nieminen and Lehtonen (2008) 
produced a new framework on control mechanisms. They combined Ouchi’s (1979) and Kirsch’s 
(1996) perspective and presented three control mechanisms: bureaucratic control, clan control 
and self-control. Different from prior study, they investigated several case programs with a 
significant information system component aiming at an organizational change. Through the 
investigation, they listed 23 control tools and categorized them into different control mechanisms 
to identify the relationships between the potential tools and different control mechanisms, and 
consider their applicability in the change program context as reflected in Table 2. Importantly, 
Nieminen and Lehtonen (2008) ignored the market control and focused on the broader 
bureaucratic control rather than analyzing it as behavior and outcome as considered by Ouchi 
(1979). Further, they introduced the term Control Mode to signify the mechanisms as presented 
by Ouchi and Kirsch in their respective studies and Mechanisms to represent the tools such as 
Rules, Reporting, Mission and others under respective Modes. The 23 tools were analyzed from 
the perspective of its application under specific control mechanisms (they referred as Control 
Mode) to draw its utility in the program context and importantly, to assess the broader control 
mechanisms exercised under the respective programs. 



- Organizational Control Mechanisms And Its Application Across Different Project Types - 

Prasad Gyawali & Yin Tao, MSPME 2007/08  11 

Table 2: Organization Control Mechanisms and Tools (Nieminen and Lehtonen, 1996, p. 68) 

 

2.2.2.5 The relationship between different control mechanisms 
As depicted Table 2, one would like to query on the relationship between these different 
mechanisms as to whether these operate separately or are equally present in organization. Ouchi 
(1979) illustrated that the different mechanisms themselves overlap in organizations and could 
occur in various combinations. Nieminen and Lehtonen (2008) indicated the complementary role 
of these mechanisms instead of substitutes. A high level of control in one mechanism does not 
require the level of other mechanisms of control to be low. Leifer and Mills (1996) emphasized 
the integration between the different controls and suggested that the control mechanisms are 
neither dependent nor separated. They operate together and reinforce each other potentially with 
appropriate selection.  

2.3 Project Controlling Tools 
As presented by Nieminen and Lehtonen (2008) the various organizational control mechanisms 
are exercised in aid of various controlling tools. In this regard, tools are considered as an 
important apparatus for the control mechanisms to function. For instance, an organization may 
focus on employing bureaucratic control, where the actions or output of people working down 
the hierarchy is controlled and monitored by someone above the hierarchy. However, to execute 
the controlling function, tools such as rules, guidelines, budget, meetings and others are 
necessary to see how the concerned people are working or performing the task. While talking 
about tools, there are several studies and resources that highlight plethora of project controlling 
tools such as progress report, budget, cost benefit analysis, performance measurement, change 
request, configuration review, earned value, control charts and many others (Kerzner 1995; 
Turner et al 1996; Meredith and Mantel 2000; White and Fortune 2002; PMI 2004; Thamhain 
2004; APM 2006; Besner and Hobbs 2006; Rezones et al 2006; Besner and Hobbs 2008; 
Nieminen and Lehtonen, 2008).  

In recent study done by Besner and Hobbs (2006 and 2008) they identified several project 
management tools including tools related to project control (financial measurement tools, 
progress report, change request, earned value and others) based on its usage by project 
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management professionals. However, as their list only indicated the usage of the tools, its 
application in yielding out a successful project was not clearly stated. Further, as the project 
controlling tools indicated by them were described as a stand-alone technique, the functioning of 
the same under the organizational control mechanisms were not considered. The same was 
evident in the case of controlling tools mentioned in professional bodies of knowledge (PMI, 
2004; APM 2006) or in project management handbooks (Kerzner 1995; Turner et al 1996; 
Meredith and Mantel 2000) or  in academic literatures (White and Fortune 2002; Thamhain 
2004; Rezones et al 2006).  However, the study done by Nieminen and Lehtonen (2008) applied 
23 controlling tools as already indicated in Table 2 to demonstrate its functioning under the 
various organizational control mechanisms. As our study reveals similar scope in understanding 
how organizational control mechanisms are exercised in various type of project, we have 
considered in assessing the application of the 23 control tools in our study based on the 
framework suggested by Nieminen and Lehtonen (2008). Based on assessing how these tools are 
applied, we then intend to understand the application of the broader organizational control 
mechanisms. Table 3, presented below provides a brief description of these tools and the 
rationale of its application under the respective control mechanisms identified by them. 

Table 3: Overview of Controlling Tools within the Mechanisms (Nieminen and Lehtonen, 1996) 

List of Tools Description Rationale 

Bureaucratic control mechanism 

Rules, 
directives, 
codes of 
conduct 

Includes various kinds of formal 
direction and guidelines from higher 
authority 

Rules specifically list behaviors 
that are considered to be 
acceptable or unacceptable in the 
context of project control 

Operational 
limits 

Boundary of concerned personnel on the 
decision power and access of 
information pertaining to the project 

Clarifies the power distribution at 
respective level of authority 

Project plans Formal approved document prepared 
before the initiation of the project, 
however subjected to updates, which 
includes detail information on content, 
schedule, budget and other processes 

Project plan presents the detail 
required to successfully execute 
and control the project 

Budgets, 
monitoring on 
spending 

The agreed/approved cost of the project 
or quantification of resources needed to 
achieve any activity within the set time 

Proper budgeting enables 
effective cost management and 
serves as a control tool to provide 
accurate cost estimation for 
continuous cost control 

HR allocation Systematic allocation of human resource 
and its follow up for the concerned 
project 

Ensure both input and output 
control at the human resource 
level. 
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List of Tools Description Rationale 

Schedules/time 
line 

Summary of project schedule that 
identifies major activities and 
milestones 

Provides exactly the timeframe of 
project for the concerned 
personnel to measure the actual 
progress and determine which 
areas need corrective action 

Goal setting Establishing specific, measurable and 
time targeted objectives 

Serves as an effective tool for 
making progress by ensuring that 
respective members within a team 
have a clear understanding of 
what they must do to achieve the 
objective. 

Performance 
appraisal 

A review of the performance of 
individual people or teams on the 
project 

Provides the opportunity to give 
feedback on performance 

Incentives/ 
bonuses 

A contribution to motivation in form of 
financial or other rewards 

Contributes to the project's 
competitiveness by encouraging 
superior performance  

Reports Periodic presentation of information in 
an appropriate format which could be 
either written record or a verbal account 

Helps concerned personnel to 
assess the status and progress of 
the project.  

Formal 
meetings 

Regular meetings often with some 
agendas  

Helps people involved to have a 
clear understanding of activity in 
the preceding period, current-
status, future projections, 
significant issues and 
recommended actions 

Personal 
surveillance 

The systematic following of the 
execution of the project by the project 
manager or project in-charge himself 

Provides the opportunity for the 
concerned project manager or in-
charge to intervene with the 
action particularly when the 
project team is co-located in the 
same area or working space 

Surveillance 
through others 

The systematic following of the 
execution of project by collecting 
information from the project workers, 
line managers or other employees who 
are involved with the project 
 
 

Provides the information about 
the progress of the project from a 
different perspective 
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List of Tools Description Rationale 

Clan control mechanism 

Mission, 
vision, values 

Formal documents of the project that 
explains the goal of the project, which 
enables concerned personnel to reinforce 
across the project team 

These drives individual or the 
team to perform in 
accordance with the 
organization’s action plan 

Selection of 
team/ HR 
Planning 

The process of designing requirements and 
choosing team members who meet the 
evolving demands 

Ensuring that the right 
members are selected 

Training Process to update needed skills or to train 
new skills needed for the management of the 
project including the technical aspect 

Improve individual and team 
efficiency, productivity, and 
high standards of work and 
quality; reduce stress and 
conflict in team working 

Discussion Getting information on the progress of 
projects, involving the perception of project 
work and interpretations of values 

Provides the opportunity to 
communicate and clarify on 
issues 

Informal 
events 

Gathering for the purpose of exchanging 
information and ideas 

Encourages information 
sharing and nurtures 
collaborative environment 

Team control Team control is created through working 
closely among concerned personnel 
influencing the results and progress 

Ensures effective team-work; 
manage team performance to 
comply with objectives 

Working 
culture 

Team members internalize a mentality that 
respect high performance and they do their 
best to excel in their profession and so in 
their jobs 

The culture impact daily 
project work which is an 
important approach in the 
control of the project  

Self-control mechanism 

Project 
manager’s 
decision power 
on daily 
matters 

Authority to decide on the daily matters of a 
project 

Allows the first level of self-
control in terms of daily 
matters 

Project 
manager’s 
decision power 
on working 
methods 

Authority to decide on the working methods 
of a project 

Allows the second level of 
self-control in terms of 
working method 
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List of Tools Description Rationale 

Project 
manager’s 
decision power 
on project 
goals 

Authority to formulate project goals or at 
least have a strong influence on the design 
process of project goals 

Allows the third level of self-
control in terms of decision 
power 

 

As our interest is on projects, we have borrowed the approach of Nieminen and Lehtonen (2008) 
to investigate the control mechanisms in various types of projects. When talking about the 
application in projects, there are many who suggest applying a tailored made approach to 
manage various types of projects (Payne and Turner, 1999; Shenhar, 2001; Müller and Turner, 
2007; Crawford et al, 2006). However, the notion forwarded by the bodies of knowledge follows 
more of “one size fits all” approach to manage all kinds of projects (PMI 2004, APM 2006). To 
have a broader perspective on these issues, a literature review on project classification was done, 
which is presented in the following section. 

2.4 Classification of Projects 
There have been several studies conducted by several researchers on the issue of typologies of 
projects (Wheelwright and Clark, 1992; Turner and Cochrane, 1993; Shenhar and Dvir, 1996; 
Dvir et al, 1998; Youker, 2002). Further, there are works conducted by noted researchers in the 
field of project management, where various facets of project management discipline have been 
studied across the various types of projects (Payne and Turner, 1999; Shenhar, 2001; Müller and 
Turner, 2007; Crawford et al, 2006). In this regard, before analyzing the classification of the 
projects, we have considered reviewing studies, which highlights the need of project 
classification to manage the same accordingly. 

2.4.1 The Need of Project Classification 

We begin with the work of Payne and Turner (1999) where they have indicated the need for 
organizations to have a tailored made procedure to handle various types of projects across the 
organization at the tactical level. While at the strategic level, a consistent approach needs to be 
maintained. Their view of managing projects within the framework of program management, 
borrows the typology of projects defined by Turner and Cochrane (1993), which we shall explain 
later. As controlling function defined in the earlier section touches the various hierarchies within 
an organization, we can argue that while the controlling mechanisms operates within the 
organization, particularly focusing on projects, it might be appropriate to consider the nature of 
projects along with the various techniques and tools applied under the different mechanisms. 

In another article written by Müller and Turner (2007), they have also agreed on the notion of 
different types of projects and the consequent types of approaches required handling the same. 
They have however, analyzed the leadership style to the project types, which they adapted from 
the one, which Crawford et al had forwarded in 2002. Nevertheless, this again highlights the key 
argument that different project types demand different approaches. These approaches could be 
argued not only for the leadership styles but also for the controlling mechanisms. Similarly, 
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Crawford et al (2006) have also highlighted the need for the project categorization in order to 
assign appropriate competencies required for respective projects to succeed and to prioritize 
these projects based on the return on investment. These views again highlight the need for 
understanding the types of projects before applying a standard approach in managing them. In 
this regard, we hereby now concentrate on the types of projects, which have been studied by 
various researches over the years. 

2.4.2 Project Classification – Product Development Focus 

We begin with Wheelwright and Clark (1992), who have presented the types of projects from a 
development perspective outlining the need to select the right project under the aggregate project 
plan in lieu of the business strategy and the capacity constraints. They have applied the 
dimensions of degree of change in the product and degree of change in the manufacturing 
process in differentiating the various types of projects. Thus, a greater change on either 
dimension would result in more resources. 

Based on these dimension of changes, they have divided five types of projects namely – 
derivative, breakthrough, platform, research and development, and alliances and partnership. The 
first three can be considered as commercial development projects, while last type can be either a 
commercial development project or basic research. Figure 4 presented below briefly maps the 
types of these above-mentioned development projects. 

Figure 4: Types of Development Projects (Wheelwright and Clark, 1992, p. 6) 
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Derivative Projects: These projects involve incremental process changes, incremental product 
changes, or incremental changes on both dimensions. As the changes are minimal, these types of 
project would require minimum amount of resources and minimal management involvement. 

Breakthrough Projects: These projects involve significant changes to existing products and 
processes. As these types of projects often incorporate revolutionary new technologies, 
management should provide considerable latitude in designing new processes. 

Platform Projects: These projects are in between derivative projects and breakthrough projects. 
These types of projects require more product/process changes than derivatives projects but 
saying that these projects also do not bring in new technologies that breakthrough projects bring. 

Research and Development Projects: As these projects involves the creation of know-how and 
know-why of new materials and technologies, it carries a fair-bit amount of risk as well as 
expectations. Being the precursor to product and process development, these types of projects 
need close and balance relationship with commercial development projects. 

Alliances and Partnerships Projects: As these projects can be pursued for any of the above-
mentioned projects, the resources and management attention needed for these types of projects 
can vary widely. 

2.4.3 Project Classification – Goal and Method Focus 

Figure 5: Goal vs. Method Matrix (Turner and Cochrane, 1993, p. 95) 

 

In another project classification done by Turner and Cochrane (1993), they introduced the 
“Goals-and-Methods matrix”, also known as “Goal versus Method matrix”. In their work, they 
divided projects into four types, which was a 2x2 matrix as depicted in Figure 5.  

The four types of projects as indicated in Figure 5 are as following (Turner and Cochrane, 1993): 

• Type – 1 projects: the goals and methods of achieving the project are well defined 
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• Type – 2 projects: the goals are well defined but the methods are not 

• Type – 3 projects: the goals are not well defined but the methods are 

• Type – 4 projects: neither the goals nor the methods are well defined 

Their notion of well-defined methods connotes the proper planning of activities or works that 
needs to be done, while goals indicated the purpose or the objective of the undertaken project. 

2.4.4 Project Classification – Engineering and Technology Focus 

Shenhar and Dvir (1996) classified engineering projects based on the dimension of technological 
uncertainty and system scope. Their study revealed the fact that different managerial styles 
evolved with the variation on the technological uncertainty of the projects. Further, on the 
dimension of the scope, their study showed that any increment on the same resulted in projects 
being managed with additional attention. Figure 6 depicts the project classification developed by 
Shenhar and Dvir (1996) and the following section briefly highlights some of the key issues of 
the presented framework. 

Figure 6: A Two-Dimension Typology of Engineering Projects (Shenhar & Dvir, 1996, p. 610) 

 

 

 

 

 

 

 

 

 

 

Type A – low technological uncertainty – low tech projects may have a variation in size but rely 
on existing technologies, where majority of the players have easy access. Projects coming from 
construction and road building industries have been categorized under this typology. 

Type B – medium technological uncertainty – medium-tech projects are typically industrial 
projects, where familiar technologies are adapted. Nonetheless, such types of projects may 
involve limited amount of new technology or new features such as that reflected in industrial 
projects of incremental innovation or improvements or modification of existing products. 

A. Low - Tech B. Medium - Tech C. High - Tech D. Super High - Tech 

1.  Assembly 

2.  System 

3.  Array 

System Scope 

Technological Uncertainty 
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Type C – high technological uncertainty – high-tech projects apply new technologies, which 
have been developed prior the initiation of the projects. In these types of projects, the 
incorporation of series of new technologies for the first time leads to high level of technological 
uncertainty such as that characterized by defense development projects.  

Type D – super high technological uncertainty – super high-tech projects are based on new and 
non-existent technologies during the initiation of the projects. As some of the technologies would 
be emerging or would be developed during the execution, these types of projects would carry 
extreme level of technological uncertainty and high level of risk. Considering the nature of such 
projects, only large organizations or government agencies would be capable of launching such 
projects. 

Scope 1 – assembly projects deal with building a single component or a collection of 
components and modules combined into a single unit under an assembly. 

Scope 2 – systems projects deals with complex collection of interactive elements and 
subsystems. Such complex collection could involve a single product jointly performing a wide 
range of functions. 

Scope 3 – array projects includes a large, widely dispersed collection of different systems that 
function together to achieve a common purpose. 

Shenhar and Dvir (1996) were themselves critical on the above-mentioned framework to classify 
engineering projects. Their arguments were grounded on the rationale that other dimensions such 
as industry, size, customer, contractor’s organizational and other facets could also be looked 
upon while drawing the classification or projects. Further, they even suggested considering other 
non-technical aspects such as political, financial, geographical etc. while classifying the types of 
engineering projects.  

In another study, Dvir et al (1998) covered more than 100 defense projects spanning 20 years 
and came out with six different classification of projects based on the scope, output and 
software/hardware mix as depicted in Table 4. Their classification of projects followed an 
inductive approach, whereby the data coming from more than 100 projects were catered towards 
identifying ideal project types rather than starting with a hypothetical classification.  

Table 4: Classification of Projects (Dvir et al, 1998) 

S. No. Software/Hardware 
Mix 

Scope Output 

1 Software Low Feasibility Study 

2 Software Low, High Improvement, new generation, new system 

3 Hardware Low, High Feasibility study 

4 Hardware Low Improvement, new generation, new system 

5 Hardware High Improvement, new generation 

6 Hardware High New system 
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2.4.5 Project Classification – Product of Project Focus 

Youker (2002) defined nine types of projects which were differentiated in terms of degree of 
uncertainty and risk, level of sophistication of workers, level of detail in plans, degree of new 
technology and degree of time pressure. His, approach of highlighting the characteristics of the 
differences between types of projects was fundamentally directed towards indicating the need to 
apply different project management approaches according to the types of projects. His 
classification of projects was based on the product of the projects as depicted in Table 5 and 
Table 6. 

Table 5: Projects Classification (Youker, 2002) 

Type Projects by 
Product 

Type of 
Worker 

Degree of 
Uncertainty 

Time 
Pressure 

Stability 
of Scope 

Level of 
Technology 

Importance 
of Cost 

1. Administrative White Low Low High Low Low 
2. Construction Blue Low Low High Low High 
3. Software High Tech High Medium Low High Low 
4. Design White Medium Medium Medium High Medium 
5. Maintenance Blue High High Low Low Low 
6. Event White Low Medium High Medium Medium 
7. Equipment Blue Low Low  High Low Low 
8. New Product White High High Low High Low 
9. Research High Tech High Low Low High Low 
 

Table 6 briefly highlights the nature of product for the different types of project. 

Table 6 Projects and Its Product (Youker, 2002) 

Type of Project Product of Project (Example) 

Administrative Installation of new fire alarm system 

Construction New warehouse construction 

Computer Software Development New billing software 

Design of Plants Engineering plans 

Event or Relocation Shifting to new office building/ Musical shows 

Maintenance of Process Industries Electric generating station 

New Product Development New phone from Google 

Research Feasibility study 
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2.4.6 Project Classification for the Study 

Based on the literature review done on types of projects, we can see that different researchers 
have claimed different approaches to classify projects. Wheelwright and Clark (1992) have 
focused their study on product development projects, while Shenhar and Dvir (1996) have done 
their study on engineering projects focusing on degree of technology applied in various projects. 
On the other hand, Dvir et al (1998) are also focused within one industry, namely the defense 
projects, where they segregated the various projects following an iterative process on the 
dimensions of software/hardware mix, scope and output. While talking about the output, Youker 
(2002) projects classification was also based on the output. Further, his projects classification 
covered a wider horizon of projects as compared to the others listed above. However, the “Goals-
and-Methods matrix” developed by Turner and Cochrane (1993), was more exhaustive as it not 
only included a broader scope of projects, which was more applicable for all kinds of 
organizations, regardless of it rendering service or manufacturing product, but also classified 
projects based on the definition of “Goals” and “Methods”. This aspect would not only cater for 
those organizations where they have clear methods of doing projects but also in non-project 
based organizations, where rolling out projects may not be clearly defined. We however are not 
assuming or generalizing that in non-project based organizations, methods are not clearly defined 
but only forwarding the potential situation, which in case, if is present, the “Goals-and-Methods 
matrix” would provide the best possible option to classify projects accordingly within the 
prescribed dimension.  

2.5 The Knowledge Gap 
Projects, which are deemed as an important vehicle to implement strategies across organizations 
needs to be controlled and monitored on a regular basis. However, as non-project based 
organizations are less governed by the project management process, the controlling and 
monitoring of its projects are driven under the normal organizational control mechanisms. As we 
have already outlined the various controlling mechanisms forwarded by various researchers, it 
can be observed that the tools and techniques applied within the controlling mechanisms drives 
the controlling function of the projects within the aforementioned types of organizations.  

A recent study done to identifying the control mechanisms in the context of a change program 
team, revealed complementary roles of various mechanisms having a varied level of control 
across the studied case programs (Nieminen and Lehtonen, 2008). The aforementioned study 
focused on four different types of organizational change programs coming from various large 
public and private sector undertakings. Similarly, studies focusing at organizational level also 
revealed different mechanisms overlapping in various combinations (Ouchi, 1979; Leifer and 
Mills, 1996; Kirsch, 1996).  

Focusing on the study of Nieminen and Lehtonen (2008), as it was conducted only on one type 
of program - organizational change, one would wonder, how the control mechanisms would be 
exercised in different context at a project level. Considering the fact that various organizational 
control mechanisms were identified in our literature review as operating together and reinforcing 
each other, it would be interesting to know about the functioning of these mechanisms in various 
projects context. Further, while reviewing the literatures, one could feel the lack of study done on 
organizational controlling mechanism exercised in different types of projects in non-project 
based organizations. Importantly, as there has been a fair amount of study done on the need to 
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tailor one’s approach while handling various types of projects (Payne and Turner, 1999; Shenhar, 
2001; Müller and Turner, 2007; Crawford et al, 2006), it would be critical to consider a standard 
set of organizational control mechanisms would be exercised across different types of projects.  

In this regard, we have observed that a study on how organizational control mechanisms are 
exercised across different projects in non-project based organizations would contribute towards 
that knowledge gap.  

2.6 Justification to Continue  
Nieminen and Lehtonen (2008) used the controlling mechanism framework of Ouchi (1979) and 
Kirsch (1996) to study the various controlling modes in a change program context. Their 
investigation revealed 23 control tools categorized under the three controlling mechanisms 
namely – bureaucratic, clan and self-control. However, as their work was predominantly focused 
on one type of program – organizational change, it would be interesting to analyze how these 
tools under the respective mechanisms would be applied across various projects in a different 
context. Questions pertaining to issues such as whether organization adopts similar controlling 
mechanisms to control all kinds of projects or the approach vary according to projects or whether 
there is, a common approach followed for similar natured projects across organizations needs to 
be answered along with many other issues and to facilitate this process the following 
propositions have been drawn: 

• The application of the organizational control mechanisms vary according to the types 
of projects in non-project based organizations 

• In similar types of projects, the application of the organizational control mechanisms 
remains the same  in non-project based organizations 

To sum it all, we presented the distinction between non-project based organizations and project-
based organizations in terms of structure and how projects were managed. Particularly focusing 
on the control aspect of organizations, we presented the various control mechanisms exercised by 
organizations as highlighted in various studies. We also presented the work done on categorizing 
projects as well as highlighted that various studies, which supported the rationale to customize 
the management style according to the project types. In pursuit to understand, how 
organizational control mechanisms vary across different types of projects executed by non-
project based organization, we will examine through conducting qualitative study on various 
projects executed by organizations in China and Nepal. The following chapter delves more into 
our methodology undertaken for the aforementioned study.  
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CHAPTER 3 – METHODOLOGY 
 
As we highlighted the overview of our study and presented various views on organizational 
control mechanisms and the projects types in the previous sections, here we shall discuss on the 
underlying philosophy of our study along with the research strategy. To conduct the study we 
have undertaken a case study, where the data were gathered via semi-structured interview. In this 
regard, this section will also briefly describe the data collection instruments used, background of 
the cases sampled and the issues surrounding the validity and reliability of the undertaken study. 
However, we begin with the underlying philosophy of research in lieu of our study. 

3.1 Underlying Philosophy 
One of the purposes of research is to enhance the knowledge. However, it is critical to 
understand what constitutes an acceptable knowledge as well as how researchers view reality 
before proceeding ahead conducting a research to acquire the knowledge. In fact, the research 
philosophy, which contains assumption about the way we view knowledge, underpins our 
research strategy and method as depicted in Table 7.  

Table 7: Coherence of Ontology, Epistemology and Methodology 

 

Adapted from Easterby-Smith et al, 1996; Bryman & Bell, 2003; Saunders et al, 2007 
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As indicated in Table 7, Ontology refers to way, how we as researchers view the nature of reality 
or our commitment held to a particular view. The stance reflected above in the table as Positivist 
and Interpretist lies at the end of the continuum of the various possible stances. The Positivist 
views reality to be external & objective and remains independent of the research while the 
Interpretist views the same as being socially constructed & subjective (Bryman & Bell, 2003; 
Saunders et al, 2007). Considering our undertaken research, our ontological position is that of 
Realist, who stands in between Positivist and Interpretist. Here, we as researchers want to 
understand whether the reality [the three organizational control mechanisms along with its 23 
controlling tools (Nieminen and Lehtonen, 2008)] exists across various types of projects. 
However, as we have underlined the reality drawn from the work of Nieminen and Lehtonen 
(2008) as well as considered the prospect of such reality to be different according to the project 
types, we want to observe what really exists in such situation. Thus, our ontological position is 
that of a Realist. 

Based on the ontological position, our epistemological consideration is also that of a Realist. 
Here, the term Epistemology is what we perceive as acceptable test for truth in a given ontology 
(Saunders et al, 2007). When we state as being a Realist, we imply that we stand in a position 
between the end of the continuum represented as Positivist and Phenomenologist. For a Positivist 
he/she would take a stance of natural scientist who considers reality to be measurable or tangible 
and who looks for fact. Under this stance, hypotheses are formulated and subsequently tested 
resulting in end product, which is applicable for generalization. For a Phenomenologist, reality is 
not measurable or is intangible and he/she focuses on understanding the meaning and tries to 
understand what is happening as by developing ideas through induction. A Realist would take a 
stance similar to a Positivist as by collecting data and understanding those data. However, he/she 
would also consider reality, which may have an existence different from what is described 
(Bryman and Bell, 2003; Saunders et al, 2007). 

As we have taken a stance of a Realist both for the ontological and epistemological 
consideration, we have considered in doing several case studies, where the information have 
been gathered mainly through semi-structured interviews together with secondary data from 
respective companies. The rationale behind the selection of the aforementioned approach for the 
undertaken research has been explained below in the research strategy section. 

3.2 Research Strategy 
Based on the framework discussed above on the ontological and epistemological consideration, 
our research strategy follows a qualitative study having an inductive approach. To undertake this 
study, we have conducted case studies covering several projects. 

The nature of qualitative study usually focuses on words rather than on numbers while collecting 
and analyzing the data (Bryman and Bell, 2003). In this regard, we have also focused on 
collecting and analyzing qualitative data rather than quantitative data as by adapting the steps 
used by Prasad in 1993 (as cited in Bryman and Bell, 2003) as described below: 

General research question: As already stated in Chapter 1, we have identified the following as 
our general research question: 

“How organizational control mechanisms vary across different types of projects executed by 
non-project based organizations?” 
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Selecting relevant sites and subjects: Once the research question and general understanding of 
the theoretical development were drawn, the selections of companies were initiated. Here, we 
have employed theoretical sampling where we as an analyst have decided what data to collect 
and have used our personal contacts to find the same (Glaser and Strauss, 1967). The selection of 
companies in particularly, was done based on personal contacts. Details on the theoretical 
sampling followed by us for this study are presented under sampling section of this chapter. 

Collection of relevant data: Once the companies and projects were selected, data collection 
began. Our focus was concentrated on understanding the perspectives on how organizational 
control mechanisms along with its tools were exercised in respective projects and companies. As 
we conducted a semi-structured interview with all the project managers responsible for the 
mentioned projects, it provided us a platform to understand their viewpoint apart from assessing 
the applicability of the framework of Nieminen and Lehtonen (2008). 

Interpretation of data: Considering the qualitative nature of the data, we followed deductive 
pattern matching technique to study the organizational control mechanisms exercised across 
different types of projects in the sampled organizations. In this regard, sought out to identify 
whether the organizational control mechanisms varied according to the types of projects or 
whether there was consistency in the mechanisms exercised in similar type of projects.  

Writing up findings/conclusions: Based on the analysis done on the collected data, writing on 
findings would be indicated towards providing insights on organizational control mechanisms 
that would best suit certain types of projects. Should there be a distinct difference in control 
mechanisms across organization types or projects types then such insight would benefit both 
academics and practitioners.  

3.3 Research Method: Case Study 
Case study is an in-depth exploration of one particular case (situation or subject) for gaining 
depth of understanding into the issues being investigated (Bryman and Bell, 2003). Yin (2003) 
defined case study as an empirical inquiry that investigates a contemporary phenomenon within 
its real-life context. Case study can be conducted in any kind of social setting especially coping 
with the technically distinctive situation. There are also some limitations of case study. It is 
considered at times difficult to summarize and develop general propositions or theories based on 
an individual case. In fact, the issue of generalization depends on the case and how it is chosen. 
Subjectivism is another limitation for case study as case study often contains a substantial 
element of narration. There may be a tendency to confirm with researchers’ preconceived 
notions. However, case study is frequently applied in organizational and management studies, the 
conduct of dissertations and thesis in the social sciences - the academic disciplines as well as 
professional fields such as business administration, management science and social work (Yin, 
2003). Case study can also benefit from prior development of theoretical propositions and offer 
specific instances to test theories (Black and Champion, 1976). Further, as there was dearth of 
research done on organizational control mechanism in the context of projects, a case study would 
be an appropriate method in that front (Collis and Hussey, 2003). Considering the selected 
research method, it is segregated into five stages namely – selecting the case; conducting the 
study; analyzing the case study evidence; developing the conclusion and reviewing the data 
collection protocol (Remenyi et al, 2005).  
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Case study is quite inexpensive depending upon the extent of inquiry and type of data collection 
techniques. Actually, it is flexible with respect to data collection methods used (Black & 
Champion, 1976). The principles of data collection includes multiple sources of evidence, which 
involve documentation, archival records, interviews, direct observations, participant observation 
and physical artefacts; case study database creation in order to increase the reliability of the case 
study; and maintaining a chain of evidence to allow the reader to follow the derivation of 
evidence (Yin, 2003).  

Considering the characteristic of case study and the context of our research question, we have 
used documents on the organizational strategy, structure, control system, the specific project 
execution process, project control tools, and the assessment criterion for the project execution. 
The data acquiring and disseminating process from mentioned sources was based on semi-
structured interview, which is briefly explained below. 

3.4 Data Collection Tool: Semi-Structured Interview 
Semi-structured interview is conducted with an open framework and a list of questions on some 
fairly specific topics, which allows for flexible interview process (Bryman and Bell, 2003). The 
interviewer has an overall structure and direction involving a list of themes and questions to be 
covered even though these may vary in different interviews. The interviewer may change some 
questions or the sequence of questions in particular interview when encountered with specific 
organizational context (Saunders et al, 2000). The interviewer may have the latitude to ask 
related, unanticipated questions that were not originally included in response to what are seen as 
significant replies, given the nature of events within particular organizations, which may result in 
unexpected and insightful information coming to light, thus enhancing the findings (Hair et al, 
2003; Bryman & Bell, 2003).  

Since our research question about the control mechanisms across projects in non-project based 
organizations is exploratory, the opinions and experience of the project managers or concerned 
person involved in the whole process are significant for the research study. Considering all these 
issues, the semi-structured interview with the project manager or the project in-charge was 
considered as appropriate for exploring the issues for this research. Based on the literature 
review three broad set of questions were formulated for facilitating the semi-structured interview 
as depicted in Table 8.   

Table 8: Nature and Purpose of Questions1 

Set Nature & Purpose Contact Position Source/Basis 

1 To assess the preliminary data such as scope, 
objective, budget, time line of the projects 

Project In-charge/ 
Project Manager 

 

2 To assess the exercise of organization 
controlling mechanisms over projects 

- Do - Nieminen and 
Lehtonen (2008) 

3 To assess the perceived success of the projects  - Do - Müller (2003) 

                                            
1 The sample questions for all the three sets of questions are appended in annexure I, II and III  
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The set of questions were first drafted and discussed with the supervisor before finalizing the 
same for the interview. The semi-structured interviews in our research were carried out through 
telephone and e-mail. Detailed description about the process opted in conducting the interviews 
through these means have been presented in the section below.  

3.5 Data Collection Process 
The three set of questions formed the basis to initiate the process of data collection through semi-
structure interview. The interviews were carried out by telephone in the case of Chinese 
companies, with each interviewee being interviewed at least twice. The first round interview 
lasted between 45 to 60 minutes, while the second round lasted in the range of 10-15 minutes. 
The set of questions as indicated in Table 8 were e-mailed to the Nepalese companies in three 
phases considering the length of the questions. 

In the first phase, questions based on set one (refer to Table 8) were mailed. The second phase 
included questions pertaining to the tools under bureaucratic control mechanisms as defined by 
Nieminen and Lehtonen (2008), while in the last phase, remaining tools under clan control 
mechanisms and self-control mechanisms were covered. Based on the feedback received, further 
questions were raised through telephone to assess and confirm the understanding of the 
interviewee’s perception about control mechanisms as well as to inquire on the perceived success 
of the particular project. Here, the interview lasted between 15 to 30 minutes. 

3.6 Type of Data Collected 
Based on the data collection process indicated above, two types of data were acquired namely – 
primary and secondary.  

Primary data, which refers to data collected from original sources and are unpublished (Remenyi 
et al, 2005). In our study, the formulation of primary data was based on the information gathered 
while conducting the semi-structured interview based on the broad set of questions as indicated 
in Table 8. As we intend to find the organizational control mechanisms exercised by non-project 
based organizations in different types of projects, our primary data incorporates the perspectives 
of concerned project managers pertaining to issues surrounding control mechanisms, 
organizational system and project description apart from others. While, the secondary data used 
for our study mainly involved information gathered from corporate website and other documents 
(already published by respective company) provided by the concerned project managers while 
conducting the semi-structured interview. The documents including the websites were prepared 
and maintained by the respective companies.  

Table 9, depicted in the following page provides a brief insight over the description of projects 
rolled out by the selected companies including the origin of country and project’s duration. 
While, Table 10 provides an overview on the selected companies and is based on the information 
revealed mainly from the secondary data. 
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Table 9: Description of Projects 

Case Project Objective Duration Company2 Country 

C1 Oil shipping tank 
construction 

Transfer, process and store oil 
produced from a platform and 
offloaded onto waiting tanks 

30 months CNOOC China 

C2 “Tiger” mold 
design for 
keyboard and shell 

To cater the demand of client – 
Nokia 2660 series 

8 months BYD China 

C3 “Geospace” 
development 

To improve the working process 3 months CNPC China 

C4 ERP system 
implementation 

To optimize business processes 11 months 1D China 

N1 Launch of 
newsletter 

To create a forum to strengthen 
internal communication & network 

5 months GBPL Nepal 

N2 Development of 
integrated software 

To make the business process 
efficient  

12 months EIC Nepal 

N3 Internet banking Provide internet banking solutions 3 months LB Nepal 

N4 Plant up-gradation  To reduce the manual work 3 months GBPL Nepal 

 

Seven organizations from China and Nepal as listed below in Table 10 executed the above listed 
eight projects. We briefly introduce these organizations in the following page.  

Table 10: Description of Companies 

Company Description  

CNPC China National Petroleum Corporation (CNPC) is a state-owned fuel-producing 
corporation in China. It is a leading integrated international energy company with 
businesses in oil and gas and covering upstream and downstream operations, 
oilfield services, engineering and construction, petroleum material and equipment 
manufacturing and supply, capital management, finance and insurance services, and 
new energy operations. As of 2006, it was the second largest company in the world 
in terms of number of employees. CNPC holds proven reserves of 3.7 billion 
barrels of oil. CNPC spun off most of its domestic assets into a separate company, 
PetroChina, during a restructuring (CNPC, 2008; PCDOC, 2008). 

                                            
2 Abbreviations of the companies are explained in Table 10 

http://en.wikipedia.org/wiki/Fuel
http://en.wikipedia.org/wiki/PetroChina
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Company Description  

BYD Established in 1995, BYD Company Limited (BYD) is Hong Kong based listed 
high-tech private enterprise mainly dealing in IT manufacture and auto 
manufacture. BYD has seven production bases in Guangdong, Beijing, Shanghai, 
and Xi’an with nearly 10 million square meters’ area and has set up branches and 
offices in America, Europe, Japan, South Korea, India, Taiwan, Hong Kong and 
other regions. The total amount of employees now is over 130 thousand (BYD, 
2008) 

CNOOC The China National Offshore Oil Corporation (CNOOC), founded in 1982, is 
one of the largest state-owned oil giants in China, as well as the largest offshore oil 
and gas producer. The company is authorized to cooperate with foreign partners for 
oil and gas exploitation in China's offshore areas. Headquartered in Beijing its’ 
total staff is 51,000 with a registered capital of 9.7 billion EURO (94.9 billion 
RMB) (CNOOC, 2008).  

1D Yidong Company’s was formerly known as ‘FAW Dongguang Clutch Factory’ and 
was first established in 1992. The company was re-organized as Changchun 
Yidong Clutch Company Limited (1D) and became the first clutch supplier in 
China to be listed on the stock market in 1998. The total asset of the company is 
49.96 million EURO (487 million RMB) as of 2008. With four subsidiaries, 1D is 
the largest domestic clutch manufacture with the most extensive products range 
(CCYD, 2008). 

GBPL Established in 1989, Gorkha Brewery Private Limited (GBPL) is a joint 
collaboration between Danish multinational company, Carlsberg Breweries A/S, 
Copenhagen, Denmark and leading Nepalese Business House – Khetan Group. 
With a market share of more than 80%, the company is the market leader of the 
Nepalese Beer Industry (GBPL, 2006).  

GBPL maintains annual budget, which is approved by the board. Based on the 
approved budget (including quarterly updates) projects are rolled out based on the 
yearly initiatives set. Functional head lead majority of projects, however there are 
projects, which includes cross-functional members. Management of projects is 
subjected to the directives laid under various manuals namely – Finance and ESR 
as well as the discretion of project manager. The company follows a centralized 
MIS system pertaining to the cost center, where project specific costs are allocated 
into the system but the same is not exhaustive, as other fixed overheads are 
allocated on one pool (such as administration overhead, depreciation etc.) 
according to the projects.  
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Company Description  

LB Laxmi Bank (LB) was incorporated in April 2002 as a commercial bank under the 
commercial bank act of Nepal with its head office in Birgunj, Nepal. With a view 
to provide safe, seamless, quick and advance banking services, the bank has been 
investing heavily in contemporary banking technologies (LB, 2008). 

At LB, annual budget is prepared and approval from the board is duly taken. 
Projects are rolled out based on the sanctioned budget. However, at times 
unplanned projects are also implemented, provided business needs are fulfilled. 
While focusing on the IT related projects (as we focused mainly on those types), 
the functional head leads the project, while the composition of the team varies. The 
project team may include external vendor (specialist) and other cross-functional 
member (depending on the scope of project) apart of members from the IT 
department.  

EIC Everest Insurance Company (EIC) a leading insurance company of Nepal was 
established in 1994 as a public limited company with the objective to cater to 
service the non-life insurance segment (EIC, 2008). 

The management in coordination with project manager monitors projects in EIC. 
Projects and budget for the projects are sanctioned together. The finance team is 
responsible for preparing the annual business plan, which is discussed with the 
management team before taking approval from the board. However, the monitoring 
and controlling of projects are done on the basis of the procedure, which is 
prepared when the approval for the same is sought. 

 

Referring to Table 9 and Table 10, we can see that eight projects from seven companies located 
in China and Nepal were selected to assess the organizational control mechanisms exercised in 
these projects by the respective companies. The selected projects ranged from massive 
engineering project such as making of the oil-shipping tanker (C1) to launching of a corporate 
newsletter (N1). Apart from C2, which was done to suffice the need of the client, all other 
projects were generated through the internal requirements. Further, there were two projects 
namely N1 and N4 taken from the same organization – GBPL, while rest of the projects was 
separately executed by respective organization. Overall, the Chinese organizations were larger in 
terms of employees of scope of operation and compared with the Nepalese organizations. 

3.7 Sampling 
We have already mentioned that we have conducted theoretical sampling (under the steps 
followed in qualitative research within the research strategy section), whereby we working as the 
researchers have decided to what and where to collect relevant data. Glaser and Strauss (1967, p. 
45) state theoretical sampling as: 

“ … the process of data collection for generating theory whereby the analyst jointly 
collects, codes and analyzes his data and decides what data to collect next and where to 
find them, … “ 
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To understand the organizational control mechanisms exercised by non-project based 
organizations across different types of projects, companies have been selected based on our 
personal contacts. Thus, we used a convenience sample. Once the contacts were established and 
further interactions were initiated with respective companies (for Chinese companies) or the 
coordinator (for group of Nepalese companies), project were then selected as availed by the 
respective companies. The rationale for selecting different projects was oriented towards making 
comparisons and refining ideas about the controlling mechanisms forwarded by concerned 
project manager rather than boosting the sample size. 

3.8 Validity and Reliability 
Validity is concerned whether the undertaken research measures what it is supposed to measure. 
While, reliability is concerned whether the results of the undertaken research can be repeated or 
not? We have broadly employed the framework suggested by Yin (2003) to judge the quality of 
our undertaken case study. The framework depicted in Table 11, provides insights on the steps 
and actions initiated towards fulfilling the requirement in conducting a valid and reliable study. 

Table 11: Testing Validity and Reliability for Case Study (Yin, 2003, p. 34) 

Tests Tactic Phase Approach Undertaken  

Construct 
validity 

• Use multiple 
source of 
evidence 

 

• Have key 
informants review 
draft case study 
report 

Data 
collection 

 

 

Composition 

• The sources of evidence were based on the 
official documents (budget, report, and other 
organizational documents) and interviews 
(semi-structured interview conducted with 
the main project in-charge). 

• The time constrain was critical to allow 
informants to review the draft case study 
report however, the summary of findings 
based on what were asked (while conducting 
through email) were re-capped while 
conducting telephone interview. This 
allowed the informants to agree or disagree 
with the understanding, which we as 
researcher had taken in. This also allowed 
the provision for us to clarify issues where 
the informants were not clear. 
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Tests Tactic Phase Approach Undertaken  

Internal 
validity 

• Do pattern-
matching 

Data 
analysis 

• Nieminen and Lehtonen (2008) identified 
three broad organizational control 
mechanisms along with 23 tools for four 
organizational change programs. While 
conducting our analysis, we sought out to 
compare whether such mechanisms along 
with tools existed in the sampled project, 
which even included one organizational 
change project. Further, as several studies 
identify the need to match the management 
approach according to the project type 
(Payne and Turner, 1999; Shenhar, 2001; 
Müller and Turner, 2007; Crawford et al, 
2006), we also sought to identify whether 
the controlling mechanisms varied according 
to the project types.  

External 
validity 

• Use replication 
logic in multiple-
case studies 

Research 
design 

• The undertaken study was “multiple-case 
study”. The organizational control 
mechanisms along with its tools were 
studied across various project types. One 
major study done by Nieminen and 
Lehtonen (2008) was based on 
organizational change program. While 
conducting the study, projects having the 
nature of organizational change were also 
selected but majority of them were of 
different natures. The selections of various 
projects from various organizations were 
oriented towards replicating similar results 
(in case of organizational change projects) or 
contrasting results (based on the literature 
review, the management style including 
controlling mechanism could vary according 
to the project types). 
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Tests Tactic Phase Approach Undertaken  

Reliability • Develop case 
study database 

Data 
collection 

• The data based on evidence, which involved 
official documents and interview. These 
documents and script of interview were 
separated from the case study report but the 
readers can retrieve and review these 
evidences. Separately maintaining these 
evidences as a database was catered towards 
fulfilling the requirements to increase the 
reliability of our case study. 

 

3.9 Summary 
With the view to understand how organizational control mechanisms vary in different types of 
projects, we took the view of realist for both ontological and epistemological consideration. The 
undertaken study follows a qualitative study having an inductive approach. To justify the nature 
of the study and considering the dearth of research done in the given area, we opted on doing 
several case studies focusing various projects and organizations and have used semi-structured 
interview to gather necessary data based on the interview guide. In case of sampling, we used 
theoretical sampling as indicated above. In the end, we also included some steps taken in this 
study to cater towards the concern of validity and reliability. Based on these measures, we have 
analyzed the collected data as presented in the subsequent chapter. 
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CHAPTER 4 - ANALYSIS 
 

As indicated in the previous section, our case study was done on seven companies from China 
and Nepal covering eight projects following an inductive approach. We have attempted to 
understand the organizational control mechanisms along with its tools exercised across different 
types of projects. Based on the data collected through semi-structured interview and assessing 
secondary sources relevant for the projects, we shall cover the following broad aspects in this 
chapter: 

v Firstly, we will briefly present how the respective companies (non-project based) 
managed the sampled projects. 

v We will also briefly delve into the nature of projects in lieu of identifying the types of 
projects based on goal-and-method framework of Turner and Cochrane (1993). 

v As our main objective is to understand the organizational controlling mechanisms, we 
will then explore in depth the various controlling tools exercised by the respective 
companies for the sampled project based on the framework of Nieminen and 
Lehtonen (2008).  

v Our attempt will also cater toward identifying other possible tools that were exercised 
in the sampled projects apart from the ones included by Nieminen and Lehtonen 
(2008). 

v Finally, we will indicate the broad controlling mechanisms that were evident in the 
sampled projects based on the opinion and perception of the respective project in-
charge or managers. 

4.1 Management of Projects 
In the case of the sampled Chinese and Nepalese companies, projects were being implemented 
based on the need of the business case as prepared in the annual budget. However, as 
demonstrated in the case on launching of corporate newsletter (project N1), projects were also 
implemented on an ad-hoc basis. Further, the selected projects and particularly the organizations 
had their own standard management information system, where information related to projects 
were stored, processed and analyzed. As these information were based on the organization’s 
chart of account rather than project specific details, tracking of project specific details were not 
always possible due to the limitation of the system. However, in some cases, project specific 
details were also maintained within the accounting system (in CNOOC, GBPL and LB), which 
incorporated broad expense overheads. Further, such system was more oriented towards 
fulfilling the cost control need rather than the project management need.  

In most of the cases, the management of the projects was conducted by the project manager or 
project in-charge through regular discussions, meetings and analyzing the updated information of 
the project with concerned stakeholders (internal project team, management and third party 
vendors). The formation of the project team was also similar in majority of the cases. As the top 
management had the major stake in formulating the team, majority of the project in-charges or 
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project managers were functional head of their respective unit. Their role and responsibilities in 
the project was in addition to the requirement of their functional duties. Considering all these 
points and based on the description of non-project based organizations as defined by PMI (2004), 
we can state that the companies sampled in this study were more oriented towards being non-
project based organizations. 

4.2 Project Types 
In order to categorize the types of projects, we have used the goal-and-method matrix of Turner 
and Cochrane (1993), where projects have been classified based on the dimension of goal (goals 
are either well defined or ill defined) and method (methods are either well defined or ill defined) 
into four types (see Figure 5 in the literature review section). The following section briefly 
explains the nature of the projects and classifies the projects based on the information revealed 
during the semi-structured interview. 

C1 – According to the goal-and-method matrix, we have categorized C1 as Type I project.The 
case of C1 involved the entire process of designing, constructing and testing of Floating 
Production Storage and Offloading (FPSO) tank. The sampled project (FPSO No. 113) was a 
floating tank system designed to hold the produced oil from its platform, process it, and store it 
until the oil was ready for offloading onto waiting tanks. It was a core part of the overall oil 
production and processing program. Selected by the top management, C1 team included nine 
engineers from different departments and 5,000 staffs from other outsourced companies, which 
were also selected by the top management of C1.  

Prior to the starting of C1 execution, the goal was clear, which was to design, construct and test 
of the floating tank system. The method to achieve the goal was also clear since they had the 
experience and the detailed plan for the construction of FPSO.  

C2 – Based on goal-and-method matrix, we have grouped C2 under Type II project. The case of 
C2 evolved around building a mold for housing and keypad of Nokia 2660. The project team was 
engaged to meet Nokia’s requirements through delivering standard operating procedure (SOP) 
and standard inspecting procedure (SIP) for BYD manufacturing department to manufacture the 
housing and keypad in large scale. The project team was assigned by the top management and 
included 30 members from different functional departments. We considered the mold of 
housings and keypad of Nokia 2660 as a new product for the company. 

Before the beginning of the project, the goal was clear, which was to build the mold of housing 
and keypad of Nokia 2660 as revealed above. However, the method to build the mode was not 
clear since it was the first venture of the project team to work with Nokia and build the required 
mold.  

C3 – In accordance with the goal-and-method matrix, we have identified C3 under Type III 
project. The case of C3 referred to “Geospace” software development, which involved 
requirement analysis, specification, architecture, design, implementation, and testing. This well-
logging evaluation system development aimed to improve current technology model of 
evaluating quantitative oil formations and apply innovative method for the discovery of new oil 
zones. The project team was assigned by the top management and included 20 members from 
different departments.  
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Before the starting of project execution, the goal was not clear since it was difficult to clarify the 
exact requirements of well-logging evaluation derived from the exploration and development of 
complicated oil zones. However, based on the references of other well-logging evaluation 
software such as Forward, Lead, Express as well as the software engineers’ experience, the 
method was relatively clear for the professional and experienced project team.  

C4 – In conformity with the goal-and-method matrix, C4 has been classified as Type IV project. 
The case of C4 was of ERP system implementation, under the responsibility of a specialist ERP 
consulting team. The team was responsible for planning, training, testing, implementing, and 
delivering of customized modules. The consulting team was selected by the top management, 
while the other team members namely – administrative, engineering and management staff, were 
assigned by the top management.  

Prior to the initialization of the project execution, the goal was not clear since the objective, 
which was to optimize business process, was ambiguous and difficult to specify. Similarly, the 
method was also not clear as it was for the first time that the whole organization required to 
change the way it coordinated resources and integrated different functional areas.  

N1 – Following the goal-and-method matrix, we have identified N1 under Type II project. The 
case of N1 was related to the launch of a corporate newsletter for GBPL. Based on its annual 
business plan, the company wanted to create a forum to strengthen its internal communication 
and network. The project team was selected by the top management and included four members 
representing four different departments. Here, we have considered the launching of the corporate 
newsletter as communication product or tool for the company.  

On the outset of the project, the project team was relatively clear on the goal, which as indicated 
above was to come out with a newsletter. However, as indicated by the respondent, the method 
or the way to come out with the newsletter was not clearly spelt out on the outset of the project, 
as this was primarily the company’s first corporate newsletter.  

N2 – We have identified N2 as Type III project under the goal-and-method matrix. N2 included 
the development of “Ensure” integrated software at EIC, where the major objective of the project 
was to make the business process of EIC electronic and systemize the working process. The 
project in-charge was responsible for the IT and operational functions along with coordinating 
with the external vendor. To support the development of the project four other members were 
selected from other departments to incorporate the view of total organization. 

The project as such had elements of both application software development and system 
improvement. Based on the view opined by the project in-charge, the project had some goal 
incongruity between the client and vendor when the project was executed. This was evident from 
the fact that the project was delayed from the agreed schedule. However, the team including the 
third party vendor were clear on the processes or steps required to be done for the execution of 
the project.  

N3 – We have identified N3 under Type II project based on its relatively unclear methods. 
Development of internet banking, namely – “Laxmi iBank” for LB was included under N3. The 
functional head of IT along with one additional member were in the project team, while the 
major work of programming was outsourced to the external vendor. Here, the team was 
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relatively clear on what was required to be done in terms of goal as compared with the process 
required to accomplish the project.      

N4 – As indicated by Turner and Cochrane (1993) that most engineering projects fall under Type 
I project, the same for N4 can be confirmed based on the views furnished by the concerned 
respondent (Senior Manager – Engineering). The case of N4 evolved around fabricating a bucket 
elevator with screw conveyor for husk feeding in the existing husk boiler plant at GBPL. Even 
though the majority of the fabrication work was outsourced, the project in-charge, a senior 
manager from the engineering unit was responsible to coordinate and overview the progress of 
the work. 

As the fabrication work was being carried out by the third party contractor, the major role of the 
project manager was to assess whether the work was being done as per the schedule and whether 
the design and functionality of the fabrication was within the specified criteria. This being a 
purely engineering work, it had clear goals in terms of installing the bucket elevator and clear 
methods as prescribed under the pre-designed document and contract.  

Figure 7 summarizes the sampled projects rolled out by various organizations across China and 
Nepal. 

Figure 7: Summary of Sampled Projects under Goal vs. Method Matrix 

 

4.3 Identified Organizational Control Mechanisms and Tools 
To understand the kind of organizational control mechanisms that non-project based 
organizations exercise, we have employed the tools from the framework drawn by Nieminen and 
Lehtonen (2008) under the dimension of three controlling mechanisms namely – bureaucratic, 
clan and self. As tools act as an apparatus under any given mechanism, we first assessed whether 
the tools as described in the framework of Nieminen and Lehtonen (2008) were applicable in the 
sampled projects before exploring other tools exercised as well as assessing the existence of the 
overall organization control mechanisms.  
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4.3.1 Identified Control Tools 

Rules, directives, codes of conduct 

In C1, C2, C4 and N4 there were not any particular rule specified for the project team. Actually, 
the rules or codes of conduct followed organizational rules, which were issued formally by 
concerned unit of the organization such as HR department and informed to project team through 
documents (electronic or paper format) or booklets. However, in the case of C3, N1, N2 and N3 
rules specific to the project were established. The project team was involved in preparing the 
rules in the case of C3, N1 and N2. In case of C3 and N2, the rules were printed and distributed, 
while in the case of N1, the rules were only discussed with the management team in the process 
of acquainting the same to the project team. In the case of N3, functional units associated with 
the project were responsible in formulating the rules. 

Operational limits 

There were limits imposed on the decision making process including schedule and budget in all 
the cases. However, in the case of N1, the limit was specific to the scope of the project (content 
of the newsletter within the agreed format and page numbers), which was not directly associated 
with either the schedule or the budget of the project. In some instance, the project team even had 
the right to access other documents pertaining to the specific information of client’s requirements 
or users’ specifications from other sources within the organization. 

Project plans 

Apart from N1, rest of the sampled projects all initiated project plan prior to starting of project 
execution, which was drafted by project manager and approved by top management. The content 
of the project plan varied across the projects but it broadly included description of budget, 
schedule, milestone, work packages, people in charge and other detailed plan depending on the 
nature of projects. Except for N4, where the project plan was drafted but discussed informally 
during regular meeting as the scope and size of the project was not that significant, the project 
plan, in other cases were updated during the project execution according to progress and changes 
made. 

Budgets, monitoring on spending 

Budgets were prepared before the initiation of projects (except for N1, where the project was 
initiated by the top management on an ad-hoc basis) and monitored during the project execution. 
The frequency of monitoring of the projects varied and was subjected to the project’s progress as 
well as the payment terms to third party suppliers and vendors. Budget of C1 was monitored by 
engineering office; in C2, C4, N3 and N4 the same was monitored by finance unit; while in C3, 
N1 and N2 the budget was monitored by project team itself (accounting specialist of supporting 
team). 

Human resource allocation 

The top management or functional heads were instrumental in deciding the allocation of human 
resources. However, there were instances as for example in the case of N2 and N3, where the 
project manager was even consulted while deciding the allocation of the human resources. 
Various factors were considered while allocating and some of them were in terms of the 
technical requirements (in case of N3, N4) or in some cases the requirement of the soft skills or 
even the representation of departments (in case of N1). There was a follow-up on the used human 
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resources by either concerned HR or by the project manager himself in some of the projects.  

Schedules 

Some kind of milestones were established and monitored in majority of the projects barring in 
N1 and N2. However, the unit, which monitored these schedules varied across projects. For 
instance, in C1, the milestones were monitored by organizational engineering office. In C2, C4 
and N3 the project manager in accordance with the client monitored the milestones. In C3 and 
N4 the milestones were monitored by the project team. After monitoring of the milestones, 
adjustments were taken according to the project progress and completion of milestones. 

Goal setting 

There were specific, measurable and time targeted objectives in all the sampled projects. Since 
C1 was a large engineering project, which was divided into eight levels of tasks during 
execution, the specific goals were set by people who were in charge of each level. In C2, due to 
the importance of client’s requirement, the specific goals were set by project manager and client 
together. In C3, since each one was responsible for one part of software development, each 
person set his own goal. In C4, the project team set the goals. In N1, N2 and N3, project goals 
were set by the top management in accordance with the project manager. 

Performance measurement 

There were some instances, where the performance of the project member’s work on the 
particular was not measured. For instance, in C3, N1 and N4 the concerned person did not carry 
out any performance appraisal based on the project execution. As the project manager considered 
the scale of the project to be very small, the same was not considered as important to gauge the 
work of the project member. However, in C1, C2, C4, N2 and N3 there were performance 
measurement done based on project’s goals. The frequency again was varying, as in some cases 
it was fixed like it was performed every quarter (C1 and N3) or every month (C2) while, in other 
cases it was flexible and depended on the completion of milestones such as that noted in C4 and 
N2. The measurement of performance in C1 was taken by organizational engineering office. In 
C2 it was taken by project manager and peers within the project team. However, in C4 it was 
taken by project team only. Top management along with the project manager was involved in the 
case of N2 and N3. Concerning with the influence of the measurement, C2, C4, N2 and N3 
showed that the measurement improved future performance. However, in C1 the respondent 
indicated that the performance measurement did not show any influence on future performance.  

Incentives, bonuses  

There was no incentive or bonus in case of C4, N1 and N4. There were motivations in form of 
cash in C1, C2, C3, N2 and N3. The cash given tied to performance measurement contributed to 
the C3’s competitiveness by encouraging superior performance. However, the cash given during 
execution in C1 and cash award given after execution in C4 did not result in major variance in 
terms of performance of the project members. There was only one incident in case of C4, where 
the performance was not able to contribute to the project success. In N3, the cash reward for the 
concerned project member was linked to his/her annual reward scheme, which implied that the 
performance of the work for the project was given during the time of annual appraisal. This 
however was not detrimental as the respondent indicated that the response of the recipient was 
very encouraging. In the case of N2, some incentives were given during the project execution 
while some were awarded after the execution. 
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Reporting 

All projects had periodic report on the progress of the project except for N1 and N4. The 
frequency depended on the nature of project: for instance, the report was required to be handed 
in weekly (C1) or monthly (C4) or after each milestone (C2) or weekly for internal team (C4) 
and every three months for external team (C4). In the case of N3, two types of report were 
generated. One prepared every fortnight was for the management, while the monthly report was 
prepared for discussion between project manager and consultant. In the case of N2, fortnightly 
report was prepared to brief the management. Most of these reports were in written format except 
in the case of N4, where the status was briefed to the department head verbally. The content of 
report also varied across projects but broadly covered current progress or status, identified 
problems, solutions and future action plan.  

Formal meetings  

All projects had regular formal meetings except for N4. The topics discussed during the meeting 
involved project progress review, existed problems & potential problems identification, solution 
scenarios, detailed future planning. The participants depended on the nature of project as well as 
its progress and usually included the entire project team. 

Personal surveillance  

For majority of the cases, people were working in the in the same place where the project 
manager worked. For C1, N2 and N4, the entire project team worked in the same area. For C2 
and N1, the team members from different functional departments worked in their respective 
office maintained by organization. For C3, the entire project team was relocated to another city 
far away from the main office so as to help people focus on their work (software development). 
For C4, the consulting team worked in the main building of the organization with other staff. 
Similarly, in the case of N3, normally all the team members worked in the same location but at 
times the project manager had to support from off-shore or visit the site when required. In 
addition, the open working space facilitated project managers to guide the work of the project 
team in the case of C1, C2, C4, N3, and N4  

Surveillance through others 

In order to systematically follow the execution of projects, project managers collected 
information from other specialists or line managers or other employees of organizations to figure 
out technical issues (C1, N2, N3 and N4) or to understand client’s/user/s requirements (C2,C3, 
C4, N2 and N4) or to understand the progress of the project (N2). This was used as basis of 
evaluation of project managers/project team in all the cases except N1. 

Mission statement, vision, core values  

No official documents enforcing a higher-level of commitment such as mission, vision, or value 
were issued in case of C1, C2, C3, N1 and N4. However, C4, N2 and N3 followed the 
organizational mission, vision and values, which were communicated to the concerned project 
personnel through electronic documents, booklets, or by conducting informal activities enforcing 
a shared vision for the project and rising the team spirit. 

Project manager/team selection  

The top management assigned all the project managers of C1, C2, C3, C4, N2 and N3. 
Nonetheless, these project managers were involved in selecting the other members of the project 
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team in consultation with the top management. The selection of project managers/team was 
based on their technical background and appropriate soft skills such as leadership, teamwork, 
and general management apart from others. In the case of N1, the project as such did not have 
any specific project manager as the work-load was equally shared between four team members 
representing their specific department. Here, the top management selected the team. Similarly, in 
case of N4 the top management considering the nature of the project assigned the project 
manager. 

Training  

No training program was arranged for either the project manager or the project team in case of 
C3, N1, N2 and N4. While work specific training program was arranged for C1, C2, C4 and N3. 
The content, style and frequency depended on the nature of project and specific requirements. 
For instance in the case of C4, the training program on ERP system application included taught 
courses and workshops, which was conducted twice a week. While in the case of N3, even non-
technical measures were considered even though the project involved high degree of technical 
requirements. All these training programs particularly for C4 and N3 significantly improved 
individual and team efficiency, productivity, high standards of work and quality, and reduce 
stress and conflict in team working. However, the training programs did not reflect any direct 
impact for C1 and C2. 

Discussions  

Apart from C3, informal discussions were held amongst the project members for the sampled 
projects. Broad categories of issues were discussed. Some of the issues noted by the respondents 
were related to human resource (C1) or potential solutions to burning problems (C2), or specific 
software application bugs (C4) or the overall status of the project (N1, N2 and N4) or vendor 
related issues (N3) or suggestions to improve the quality (N1) apart from others. The discussion 
also provided a platform to communicate and clarify issues, which were critical for the operation 
of the projects in case of C4, N1, N2, N3 and N4. However, the same was not so evident in case 
of C1 and C2. 

Informal events  

There was no informal event or social gathering in case of C3, N1, N2, and N4. In the case of 
C2, the project team had a social gathering after the completion of the project, which however 
did not contribute to project success. However, there were several informal events and social 
gatherings during the execution of C1 and C4, which resulted in exchanging information and 
ideas among the team members. In case of N3, informal event in terms of a cricket match was 
organized with the third party involved with the project, to build an amicable working 
relationship. 

Team control 

Majority of the cases indicated that there was no peer pressure except for C4, where the peer 
pressure significantly impacted other members. 

Goal oriented working culture  

The working culture prevalent during the project execution was different according to the nature 
of project and organizational culture. Except for N1, were project members were self-driven to 
accomplish the task, the working culture as a team was not as evident as indicated by the 
concerned respondent. However, in the case of C1 and N4, people cooperated and were 



- Organizational Control Mechanisms And Its Application Across Different Project Types - 

Prasad Gyawali & Yin Tao, MSPME 2007/08  42 

integrated in a collaborative working environment, where opinions and suggestions of 
subordinates were also considered. For C2 and N2, people worked hard in order to be recognized 
by company. In case of C3 and N3, the project team maintained high professionalism and were 
dedicated to their work. While, for C4, people had group thinking. The relationship between staff 
was based on trust, harmony, and a deep understanding of moral values. People respected high 
performance and did their best to excel in their profession and their jobs in majority of the cases. 
The incentives were placed to facilitate working culture in terms of informal gathering (C1) or 
financial award (C2) or authority decentralization (C3) or inherent group thinking (C4). 

Project manager has decision power on daily matters of the project 

The project managers in all the sampled projects had authority to decide on the daily matters of 
the project. However, the magnitude of the power of decision-making varied. For example, the 
project manager of C3 and the project team of N1 handled minimum issues pertaining to daily 
matters. 

Project manager has decision power on working methods of the project 

The project managers in all the sample projects had the authority to decide on working methods 
of the project except for C3.  

Project manager has decision power on project goals 

The project managers in all the sample projects had the authority to decide on project goals of 
the project except for C3 and N2. 

As presented in the preceding pages, the 23 tools mentioned under the framework of Nieminen 
and Lehtonen (2008) did exist in the sampled projects. However, the application of these tools 
varied across organizations and projects. For instance, in some projects (N1 and N4) few tools 
under the framework were applied however, there were other cases were most of the tools were 
employed (C1 and C4).  

In some cases, the tools reflected different mechanism from the one suggested under the 
framework. For instance, Nieminen and Lehtonen (2008) had done their study in four 
organization change programs, where selection of project managers was part of the clan control. 
However, as we had focused on project level, we modified our objective and sought out whether 
there was any evidence of clan control while selecting the project team. The top management 
was involved in selecting the team members in majority of the cases. This implied that there was 
in essences, bureaucratic mechanism while selecting the project team in the sampled project. 
Mission statement, vision and values in case of N2, were initiated by the top management at the 
corporate level. As these statements were formally communicated through documents, 
bureaucratic control was more prominent than clan control, where the same was shared among 
the team members.   

Compared with the control tools identified from the implementation of a new ERP system in the 
study of Nieminen and Lehtonen (2008) the tools identified in C4 were quite different. For C4, 
all tools were exercised except incentives and bonuses even though there were two tools which 
were not regarded as effective including formal meeting and report as indicated by the project 
manager. In the case of the project taken by Nieminen and Lehtonen (2008), most of the tools 
categorized under bureaucratic and clan control were exercised but there were still tools missing 
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such as team control and training, which were under clan control, surveillance through other 
informants, incentives and bonuses under bureaucratic control. 

There were instances in some cases, where the project in-charge or the project manager even felt 
the relevance of some tools even though the same were not exercised in the given project. In 
contras some tools, which were exercised but were considered to be not so effective by the 
project in-charge or project manager based on his/her interpretation and experience of the tools. 
We have summarized these aspects of the tools under Table 12. 

Table 12: Overview of Organizational Control Mechanisms and Tools Identified 
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Control Mechanisms and Tools HHHH 
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Cases FFFF 

Control Mechanisms and Tools HHHH 

C1 C2 C3 C4 N1 N2 N3 N4 

O P O P O P O P O P O P O P O P 

Self Control 

Decision power on daily matters 

Decision power on working methods 

Decision power on project goals 
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Description of Legends: 

ü – Tool found/preferred û – Tool not found/ not preferred  

O – Observed   P – Preferred as most effective by concerned Project Manager 

4.3.2 Identified Other Tools 

While assessing the organization control mechanisms exercised across the sampled projects, we 
came across other tools, which the respective organizations had exercised apart from the tools 
indicated in the framework of Nieminen and Lehtonen (2008). We briefly describe these tools in 
context with its usage in the respective projects. 

Sharing of Best Practices: In case of N1, the project team reviewed and analyzed documents 
from other group of companies of the parent organization. This allowed the team to set a 
benchmark or to improve the quality of the undertaken project. 

Audit/Third Party Review: In case of N3, the external audit undertaken by an external party 
covered operational functions as well as review of on-going projects. This provided the 
organization valuable input to strengthen its project management aspect. Even though, the third 
party’s review ended up being rules and regulation, the functioning of the review by third party 
provided a neutral view to assess the overall management control. 

Client Relationship Management: In case of C2, client relationship management through 
working closely with client during the entire project execution ensured that the project was kept 
on track without much deviation.  

Decentralized decision power: In case of C3, decentralized decision power of project manager 
motivated each professional team member to be dedicated to the project.  

Top management support: In case of C4, since the ERP system application was outsourced by a 
consulting team, the top management support was crucial for the consulting team to control the 
project.  

4.3.3 Identified Organizational Control Mechanisms 

As indicated in the previous section, while describing the various tools, the sampled projects 
demonstrated varying degree of mechanisms, where all the controlling mechanisms, namely – 
bureaucratic, clan and self existed, which is consistent with the findings of Nieminen and 
Lehtonen (2008). However, based on the respondent’s feedback and the nature of the work it was 
obvious that in some cases one mechanism was dominating over the other. However, the degree 
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and magnitude of the same was not quantifiable. Here, we have presented a qualitative 
assessment of the existing mechanisms for the sampled projects. As indicated above, as all these 
three mechanisms were identified in all the cases, our assessment is more focused on 
highlighting those mechanisms in lieu of the cases where it worked as dominating factor or 
where its presences was more evident as a supporting one in contributing a successful rollout. 

Bureaucratic Control 

In the case of Nepalese sampled project, bureaucratic control mechanism was the dominating 
force in the case of N3, where all the tools as indicated by Nieminen and Lehtonen (2008) were 
exercised apart from other tools such as third party review/audit. The same was evident in the 
case of N2 (except for schedule and other specific tools). In the case of N1, even though only 
few controlling tools were exercised, the management had clearly spelt out on the required 
outcome and was agreed by the project team in delivering the same. In the case of N4, the 
fabrication work was outsourced and the major focus was on monitoring whether the contractor 
would deliver the exact design on time and in the required quality. Here, again the control was 
bureaucratic with the major focus on the outcome of the work done by the contractor.   

In case of the Chinese sampled projects, bureaucratic control mechanism was the dominating 
force (C1 and C2), where all the tools listed under bureaucratic control mechanism were 
exercised apart from the additional tool (namely client relationship management in case of C2) 
revealed from interview result. Further, the concerned project manager noted that most of these 
tools were not only exercised during the project execution but were also effective in terms of 
application (see Table 12).  In the case of C1, it was only performance measurement and 
incentives that were considered not to be effective as described by respondent. In the case of C1, 
the entire construction work was divided into eight levels of tasks, which consisted of specific 
working packages. The bureaucratic control was focused on the outcome of each work package. 
In the case of C2, all tools categorized under bureaucratic control mechanism worked well. The 
project was to deliver a new mold of housing and keypad, which required an array of activities 
ranging from detailed research, creative design, consistent application and individual member’s 
dedication to meet the client’s standard. This implied that during the project execution, the 
project manager was more concerned in assessing and regulating the team member’s behaviors 
in order to meet the stringent requirement of the client. 

Clan Control 

Clan control was evident only in the case of C4 among Chinese project samples. All tools 
belonging to clan control mechanism were exercised and were effective. The organizational 
working culture emphasized on collective group thinking, which in turn maintained a 
harmonious working environment. The members’ common belief and shared values reflected the 
clan control, which contributed to the project success. 

For majority of projects that we sampled, clan control was not so evident. Only in the case of N1, 
the team working as group reflected some degree of clan activity but as indicated by the 
respondent, it did not necessary result any direct outcome in term of the executing the work. 
Some degree of clan control was noted in the case of N3, where the team took the consensus of 
the respective members towards foster a working culture. It is worth noting the fact that as most 
of the team members constituted for the project represented one department and the organization 
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itself was relatively new (established only in 2002) there were initiatives undertaken by the 
organization irrespective of the sampled projects, which was contributing towards establishing 
the working culture and organizational system. In such circumstance, when the whole 
organization is working towards that goal and is shaping its members accordingly, the feeling of 
share valued or responsibility would be brought across the table, while conducting any activities. 
As indicated by the respondent, such shared value and responsibility was evident from its 
members. However, the effectiveness of the same for the sampled project (N3) was not 
significantly instrumental in yielding a successful outcome as other measures were more relevant 
for the same. 

Self-Control 

Self-control played the dominant role only in the case of C3 among Chinese sampled projects. 
None of the three tools falling into the self-control mechanism were effective as noted by the 
respondents. Since the project aimed to develop well-evaluation software application, it involved 
various activities ranging from conducting research, determining the specification, programming, 
testing and documenting apart from other minor activities. The work itself required respective 
members of the team to set his/her own target and monitor it in relation to the progress of 
software development. 

In the case of Nepalese sampled projects, self-control was evident in the case of N1, where the 
respondent indicated that it was her self-control, which defined her action even though there was 
presence of control exercised by the top management in yielding the outcome. Similar situation 
was evident in the case of N2, where majority of the team members took the task as their own 
job and gave their level best to excel.  

4.4 Summary 
In pursuit to understand the various organizational control mechanisms exercised in different 
types of projects, we first identified that the sampled organizations were more oriented towards 
being non-project based organizations. Then we categorized the eight sampled projects in four 
Types based on the goal-and-method matrix of Turner and Cochrane (1993). We subsequently 
identified the 23 control tools mentioned under the framework of Nieminen and Lehtonen (2008) 
as well as listed other tools as exercised in the sampled projects by respective organizations. 
Based on the controlling tools, we then assessed the organizational control mechanisms and 
identified mechanisms, which were considered to be critical based on the view of the 
respondents in yielding a successful rollout of projects. 

As all the controlling tools and mechanisms were identified in the study, we have attempted to 
draw a possible pattern between projects types and critical control mechanisms in the following 
chapter. 
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CHAPTER 5 – DISCUSSION 
 

In the previous section, we identified the existence of various controlling tools under various 
organizational control mechanisms for the sampled projects from both China and Nepal. The 
sampled projects were categorized into four types (Type I, II, III and IV) based on the goal-and-
method matrix of Turner and Cochrane (1993), where all types of projects were categorized. We 
also analyzed the framework of Nieminen and Lehtonen (2008), where we observed the presence 
of all the three organizational control mechanisms (bureaucratic, clan and control) but with 
varying degree of dominance across different types of projects.  

In this section, we shall delve more into the application of the organizational control mechanisms 
across the sampled projects. Here, it is important to note that Nieminen and Lehtonen (2008) 
along with Ouchi (1979) and Kirsch (1996) indicated that all types of organizational control 
mechanisms may exist in a given organization. However, our interest lies on the ones, which 
were considered to be critical in rolling out a successful project as per the assessment given by 
the respondent in the sampled projects. In that regard, to understand the organizational control 
mechanisms observed in different types of projects, we will first try to understand the 
relationship between organizational control mechanisms and the project types. Based on that 
discussion, we will then try to understand whether there is a possible pattern or a framework, 
which defines the relationship across the organizational control mechanisms and projects before 
explaining the rationale of the framework taking into consideration the nature and context of the 
organizations and projects. 

We begin with exploring the relation between organizational control mechanisms and the project 
types undertaken in our study. 

5.1 Relation between Organizational Control Mechanisms and Project Types 
In order to determine a holistic framework encompassing all types of projects and subsequent 
organizational control mechanisms, we have first tried to understand the application of 
organization control mechanisms in respective project types.  

5.1.1 Type I Projects with Bureaucratic Control with Focus on Output 

Under Type I projects, we had identified C1 and N4, where bureaucratic control mechanism was 
the driving force in yielding out a successful project even though other control mechanisms were 
present as supporting base. While talking about the bureaucratic control mechanisms, we 
identified that for the given projects, the major focus was on the output as the projects had 
specific goals and methods. The following section briefly explains the interaction between the 
projects and control mechanisms as noted in our study.  

5.1.1.1 Case C1 – Construction of FPSO Oil Tanker 
As reflected in Figure 7, C1 was recognized as engineering project in the case of Chinese 
companies. Bureaucratic control played the dominant role to monitor the progress of the projects 
as identified in the previous section. 
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In the case of C1, the whole project involved design, construction and test of FPSO, which were 
divided into eight levels of tasks by organizational engineering office. Members belonging to 
different level worked under the direction of the supervisor who was in charge of each level. 
Organizational rules were formally issued and informed to each member clearly. Project plan 
was implemented strictly and project progress was controlled as scheduled. Supervisors had 
decision power on daily matters, working method and setting goals. The members received 
instructions with respect to the details of tasks and accomplished their own work sequences 
within established procedures, methods and policies. Work was controlled through routine 
checks from supervisors in order to ensure adherence to the approved plans and specifications. 
The supervisors evaluated the staffs’ work in terms of efficiency, productivity, objectivity and 
precision. It was evident that the control mechanism was bureaucratic with the major focus being 
the output of work. Similarly, clan control was also exercised, which facilitated the collaborative 
working environment. Further, informal events were considered as an effective way of fostering 
the cooperative culture, which was evident from the fact that the respondent indicated that 
project members were more than willing to take responsibility for the mutual benefit of the 
group. Even though, both bureaucratic control and clan control were exercised in the case of C1 
it was however, bureaucratic control and especially output control that was the dominant control 
mechanism as explained above. 

Since C1 was identified as Type I project - engineering project. The goals and the methods to 
achieve the goals were both clear. The project manager defined explicit codes of conduct prior to 
the starting of the project and updated detailed plan and method according to project progress. 
Team members then followed the codes of conduct and methods set by project manager to 
achieve specific tasks. In fact, the major decision centered around the project manager for the 
given project. For instance, as the project manager had authority on both goals and method, he 
even decided to change a core machine, which overshot the budget. Since the goal-and-methods 
were both established by the project manager, the actions of members were standardized and 
desired results were predictable and measurable. Therefore, output control, which was based on 
rules, policies, hierarchy of authority, and other formal tools to assess outcome was applicable 
and preferred here. 

5.1.1.2 Case N4 – Fabrication of Bucket Elevator 
In case of the Nepalese companies, we had identified the fabrication of bucket elevator for the 
husk plant as Type I project as reflected in Figure 7 for case N4. Further, we indicated that 
bureaucratic control mechanism was evident in the case as the internal project team, were more 
involved in monitoring the progress of the work supplied to the third party in lieu to coordinate 
their own activities as defined by the project plan. Nonetheless, the project team in the given case 
also exercised some self-control as they had the freedom to decide on the daily matters and 
working methods. Compared with the Chinese firm pertaining to case C1, here the overall team 
members had some freedom rather than just the project manager. 

The major work of the project contributed to the fabrication of the bucket elevator with screw 
conveyor to feed the husk into the husk boiler plant. As the fabrication work was outsourced to 
third party supplier, the internal project team comprising of four members were more focused on 
coordinating the other aspects of the project especially the operation of the husk boiler plant with 
the project work. Being an engineering project, the work of the fabrication were carried out by 
the third party vendor as per the standard methodology on a step-wise manner. This action 
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confined with the rationale that the project had relatively clear methods to carry out the 
fabrication work. Similarly, the goal of the project was also relatively clear as the management 
and the project team had clearly spelt out on the requirements to the third party vendor while 
issuing the contract. Further, as the fabrication work had to fit with the existing system of the 
husk plant, the project team along with the vendor were pretty much clear on what was required 
to be done. 

Another critical aspect of the project was the clear technical knowledge of controller (in this case 
it was the technical director) and project manager (in this case it was the senior manager from 
engineering department) on the progress of the project. Being an engineering project, these 
technical personnel were capable of assessing the progress of the project in accordance with the 
initial plan and agreement. This also implied that the output of the project in terms of step-wise 
progress or man-hour spent or resource utilized were possible to extract by the team due to 
nature of the project. 

For both the projects C1 and N4, the clear goal of the project along with the well-defined method 
of executing the project were instrumental for the concerned team to focus on the outcome of the 
projects resulting in bureaucratic control mechanism to be the dominating mechanism in Type I 
projects. As the controller whether that be the project manager in case of C1 or the project team 
in case of N4, had relatively clear information on the project’s goal and the execution plan, they 
were able to assess the progress of the project in terms of output. 

5.1.2 Type II Projects with Bureaucratic Control with Focus on Behavior 

Under Type II projects, we had identified C2, N1 and N3, where bureaucratic control mechanism 
was the driving force in yielding out a successful project even though other control mechanisms 
were also present. Unlike the focus on output identified under Type I projects, here in Type II 
projects, the focus concentrated on behavior of the project members. The following section 
briefly explains the interaction between the projects and control mechanisms as noted in our 
study, which begins with the study on the Chinese case – C2 followed by the Nepalese cases – 
N1 and N3. 

5.1.2.1 Case C2 – Building Mold of Housing and Keypad 
The case of C2 centered around product development and was categorized as Type II project. 
Bureaucratic control and clan control were mainly exercised. However, it was the bureaucratic 
control, which acted as the dominant mechanism as exercised by project team for the controlling 
purpose during the project implementation. 

The case of C2 principally involved the building of the mold of housing and keypad for Nokia 
2660. To maintain the stringent standard of the client, the project manager’s direction in 
respective phases  were crucial. In fact, the project team strictly followed the direction and 
guideline given by the project manager in several phases such as client requirement analysis, 
research, idea generation, mold design, detailed engineering and testing. They accomplished 
each phase under clear directions established by project manager who had authority on deciding 
daily matters, goal setting and method applied. Report checking and internal meetings were 
carried out regularly to ensure the actions were consistent with the goals. Performance 
measurement was conducted monthly to appraise members’ behaviors. Incentives in form of 
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cash were given according to the result of performance measurement, which were appreciated by 
members since their superior performances were recognized by the project. This clearly 
demonstrated that bureaucratic control was evident in the given case. However, some aspect of 
clan control was also exercised. Particularly, the project manager’s effort in creating a healthy 
working culture as by respecting and recognizing the effort and dedication of the project member 
was critical. In fact, the thus developed working culture reinforced the environment, where 
following the direction and guideline was like a norm to respective members of the project team. 
Thus, we can say that even though clan control was exercised it was not the dominant 
mechanism in the case of C2.  

As discussed in the previous section, C2 was regarded as product development project. In the 
case of C2, the goal was clear as to deliver mold of keypad and housing to client. The method 
was not clear since it was a new mobile, which required new style of keypad and housing and 
was different from patterns used before. Based on the feedback given by the concerned 
respondent, it was noted that the project team was not in favor of evaluating the members’ 
performance only by outcome, especially in research and ideas generation phase. For instance, 
members’ ideas may not be directly linked to the final outcome, but may have contributed to 
some aspect of the product development. Further, members would lose motivation to explore 
new ideas as by just focusing in output. This had the potential to impede innovation, which was 
crucial in the case of new product development. In addition, the members’ responsibilities were 
different depending on their roles referred to product engineer, quality engineer, mechanical 
engineer, procurement specialist, client service staff, packing design specialist, model specialist, 
and manufacture planning. It was also not appropriate to employ unified benchmarks in terms of 
outcome to access members’ performance. Therefore, behavior control was congruent with the 
given project type. 

5.1.2.2 Case N1 – Launch of Corporate Newsletter 
Beginning with N1, we had identified that the launch of a corporate newsletter as Type II project 
as reflected in Figure 7. Further, we even identified that for the given project all types of 
organizational control mechanisms were exercised. However, it was the dominance of 
bureaucratic control and the presences of self-control exercised by the respective members of the 
project team, which was critical in yielding out a successful result.  

While reviewing the situation of the given case, here the project members were working more as 
team with the direction or supervision given directly by the managing director on behalf of the 
top management. However, as the team had the authority to decide on the daily matters of the 
project or the working methods of the project, they were relatively free to decide on their own. 
This was evident from the feedback given by one of the team member as she exercised more 
self-control rather than control being exerted from the group’s work or any peer pressure. 
However, as indicated in the previous section, some elements of clan control were also reflected 
in the given case, where the project team sought out to share the best practices from other group 
of companies. As far as the bureaucratic control mechanism goes, the respondent noted that the 
management focus was on the output in terms of certain number of issues of newsletter that the 
team was responsible to come up within the given year. However, there was evidence, where the 
action of the top management in terms of direction, was impacting on the behavior of the project 
team. This can be linked to the fact that in one of the queries, the respondent highlighted the fact 
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that the team would expedite on the work of the project, when the managing director questioned 
on the date of the release of the newsletter.  

As indicated in the previous section, bureaucratic control and self-control were noted as the 
major controlling mechanisms in the given case (N1). Further, as we identified the given project 
as Type II project, the goals were clear, while the methods or the process to bring out a 
newsletter were relatively unclear to the project team. Adding to the unclear method, the lack of 
specific project plan or even schedule of activities, assessing the progress of the project was 
restricted. In that sense, the inquiry made on behalf of the management team by managing 
director to the project team was more oriented towards accessing the status of the project in lack 
of clear measures to assess the situation. Here, we do not imply that the controller (in this case, it 
would be the managing director) was unaware of the progress of the project. In fact, the 
controller in the given case was relying more on the bureaucratic mechanisms as by defining the 
rules and directions before the execution and subsequently monitoring the progress through 
inquiring on the status. The rationale for opting for such mechanisms can be argued for the lack 
of clear output that could be presented or measured during the execution of the project.  

5.1.2.3 Case N3 – Development of Internet Banking  
Development of internal banking as a new offering for its customers by LB was identified as 
Type II project in case of N3. The case demonstrated bureaucratic control mechanism as a 
dominant force with additional tool such as third party review or audit to gauge the progress of 
the project. Even though clan control was also exercised including informal events with third 
party vendor, it was the however, the dominance of the bureaucratic control as the project team 
had to monitor and work with the third party vendor. 

The major work of the project contributed towards providing a platform through internet for the 
customer to conduct necessary banking activities. As the project involved a fair amount of 
software development, the same was outsourced to third party supplier, while the internal project 
team comprising of two members focused on coordinating the other aspects of the project 
especially adjusting with other banking functions. This project in some essence had the elements 
of both software development and product development. However, as majority of the software 
development work was outsource, the action of the project team concentrated more on coming 
out with a new product for the customer rather than performing actions related to software 
development. In this regard, the project had relatively clear goals (for the internal project team) 
in terms of developing the internet banking platform, however the method of achieving was 
relatively unclear. 

In absence of a clear method the project team and in particular the project manager had to 
constantly interact with both the third party vendor working on the software side and the people 
from various operations to align the system with the new product for the customer. The internet 
banking proposed by the bank for its customers was one of its kind in the country, which further 
complicated the working method as the team had to ensure the reliability and effectiveness of the 
product to the target customers. The progress of the project for the internal team may have been 
easy to assess due to limited size of the project, however as the development of the application of 
the product was totally outsource, the team had to rely on the feedback, meeting and discussion 
with the client to assess the progress of the same. 
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As the sampled projects C2, N1 and N3, had relatively clear goals as compared with the method 
of executing the action plan, the concerned project controllers were focused on evaluating the 
behavioral side of the project members through feedback, meeting and discussion rather 
evaluating the output of the project. In fact, the lack of clear method implied that the controllers 
were relatively unsure on the progress of the project as compared in Type I projects. As a result, 
rather than measuring specific output such as cost or consumption of materials or hours spent, 
they were more concerned in conducting follow-up meetings or discussions with the project team 
to assess the progress of the projects.   

5.1.3 Type III Project with Self-Control 

Under Type III projects, we had identified C3 and N2, where self control mechanism was the 
driving force in yielding out a successful project even though other control mechanisms were 
also present. The following section briefly explains the interaction between the projects and 
control mechanisms as noted in our study, which begins with the study on the Chinese case C2 
followed by the Nepalese case N2. 

5.1.3.1 Case C3 – Development of Well-Logging Evaluation Software 
In the case of C3 indicated previously (see Figure 7), the well-logging evaluation software 
system development was identified as Type III project. The three control mechanisms were all 
exercised in the project. However, self-control was the dominant mechanism exercised in the 
project, which contributed to the project success, even though the project was delayed for one 
year.  

The project team included 7 core members and 13 supporting staff. The core members were 
relocated in Beijing, which was far from the organization. The project manager explained that it 
was a way to provide a closed and independent space for core members to concentrate on project 
work. Each member was responsible for one part of the work. Two of the members dealt with 
graph, one managed algorithm, one worked with pre-processing, one was responsible for 
database and last but not the least, one was in charge of framework. They were selected from 
organizational Data Processing & Analysis Center by the chief software engineer. They were 
creative and had strong soft engineering background for the development, operation and 
maintenance of software.  They were professional and dedicated to the project. The project 
manager delegated much of his decision-making authority to team members and ran on less rigid 
policies. The project manager only managed the team instead of intervening the members’ work. 
Each member set his/her own goal, method and monitored his/her own behavior. As a result, 
self-control was evident in the case of C3. In addition, the working culture within Data 
Processing & Analysis Center, which was a reflection of clan control, was also identified in the 
case of C3. Members were hard working and devoted themselves to the work. Bureaucratic 
control was exercised in terms of plan, budget, and schedule. However, as explained above, self-
control was the dominant mechanism. 

As C3 was identified as Type III project, the method was clear since similar well-logging 
evaluation software such as Forward, Lead, and Express were taken as references by experienced 
core members. However, the goal was ambiguous. Since the project aimed to improve existing 
technological model of evaluating quantitative oil formations for the discovery of new oil zones, 
the activities associated with it were diverse and complex. Further, the project team had to fulfill 
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the requirements of well-logging evaluation derived from the exploration and development of 
complicated oil zones. The goal of model improvement depended on the user’s specification 
such as calculation of porosity, water saturation, or shale volumes. The users here were internal 
staff. Through the project execution, the specifications and specific requirements changed, which 
led to the changing of goals. Consequently, the project progress was interrupted which resulted 
in delay. However, the project achieved its goal, as the project manager trusted his team 
members and gave minimal direction and standards. Team members set their own standards and 
designed individual control system.  They performed well to accomplish the project in the end. 
Considering the unclear goal but clear method, self-control was adopted in the case of C3. 

5.1.3.2 Case N2 – Development of Integrated Application Software 
In the case of N2, we had identified the development and implementation of an integrated 
software as Type III project as reflected in Figure 7. We had further, indicated that elements of 
bureaucratic, clan and self-control mechanisms were exercised in the project. However, it was 
self-control exercised in the project in lieu of the bureaucratic measures defined as rules and 
plans, which was critical in yielding out a successful result, even though the project was delayed 
from the agreed time-period. 

Reviewing various aspects of the project, it was noted that the project had a significant 
component of software application development as well as the process of implementing the 
system change in terms of working process. To facilitate the working process, the management 
had assigned a five-member team apart from the third party vendor responsible for delivering the 
software application. The management had clearly laid out the rules and guidelines including the 
project plan as what was to be delivered to the project in-charge and the project team. Similarly, 
the project team had the freedom to decide on the daily matters and the working methods of the 
project staying within the prescribed boundary. This was also highlighted by the project in-
charge, where he opined the self-control measures to be important in rolling out a successful 
project.  

As indicated in the previous section, we identified the given project as Type III project, where the 
methods in developing the software application program were relatively clear as compared with 
the goal. In fact, the incongruity in the goal of the project was one of the major reason for the 
project being delayed, which was identical to the case noted in Chinese project of C3. This also 
implied that the management’s knowledge on the progress of the project was limited as there was 
incongruity of goal between sponsor, project team and the software vendor. For instance, the 
sampled project had several modules that needed to be completed to ensure the full integration of 
the application to realize the objectives from the project. Nonetheless, as indicated early, while 
executing the project, there were disagreements in terms of the project goal, particularly with the 
vendor side, which diluted the knowledge on the progress of the project as major stakeholders 
had their own understanding in terms of requirement. Even though we were unable to assess the 
magnitude of this disagreement, it was still prominent as it contributed for the delay in the 
project. The lack of clear knowledge on the project progress however, did not imply the project 
team and particular the project in-charge was not able to measure the output of the project related 
tasks. For instance, even though there were some disagreements on the goals of the project, the 
project team were able to assess when one particular module of the application was done. They 
were also able to check out whether the application was able to perform the task as agreed on the 
outset with the vendor. 
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As reflected in both the cases C3 and N2, the incongruity on the goal of the project hampered the 
progress. Further, as evident in both the cases, even though the management had clearly spelt out 
the rules and directions thus creating a boundary of operational limit, the project team overall 
had the freedom on the way they functioned staying within that operational limit. This situation 
was instrumental in allowing the project team to exercise more self-control to proceed ahead 
despite the lack of clarity in the goal of the projects. In fact, as the project team were relatively 
clear on the method of executing the project, the freedom given to the team to exercise self-
control was rational in the given context of the projects.  

5.1.4 Type IV Project with Clan Control 

Under the Type IV project category, we identified the case of C4. Here, both bureaucratic control 
and clan control mechanisms were exercised depending on the different phases of project 
execution. However, the clan control mechanism played the dominant role, which contributed to 
the project success. 

5.1.4.1 Case C4 – ERP System Implementation 
Reviewing critical aspects of the project, the process of ERP implementation included 
customized ERP packages and modules redesign, rollout of ERP, training program, modules 
delivery, and testing process. The ERP consulting team customized the various modules by 
redesigning and making it fit to the organizational strategy in lieu of the business capability. 
During the early stage of ERP rollout, when the first phase of organization change was initiated, 
employees expressed resistance to accept it. It took nearly two months to overcome this inertia 
and dismantle the existing mindset. This was one of the main reasons for the project being 
delayed for two months. Bureaucratic control was exercised here to enforce employees to start 
using ERP system through rules, measurement systems, and reinforcement programs. 
Meanwhile, clan control was initiated when administrative, engineering and management staff 
were engaged as change leaders as by building the awareness of the need to change, developing 
their skills and knowledge to support the change through training programs. The second stage of 
organizational change occurred, which was typically a period of confusion and transition when 
employees crossed unknown territories. Employees started to use ERP and were aware that the 
old ways were being challenged, but they did not have a clear picture or idea on how to replace 
them. Clan control played crucial role here. The change leaders coached the employees to move 
through the transition period. In fact, the selection of administrative, engineering and 
management staff with good IT background, soft skills and who demonstrated innovation, fast 
learning ability and leadership, as change leaders were instrumental in helping other employees 
to understand and implement ERP. Then the third and final stage started when the new mindset 
was crystallizing and employees’ comfort level was returning to previous levels to attain a new 
equilibrium. The organizational change was sustained through clan control, which relied on 
values, beliefs, principles, shared norms, and informal relationships to regulate employee 
behaviors and facilitate the reaching of organizational change. Concerning with the nature of the 
project, both bureaucratic control and clan control mechanisms were exercised. But it was the 
dominance of clan control which led to the project success. 

C4 was identified as Type IV project – organizational change. The goal, which was defined as “to 
coordinate all the resources, information, and activities and to optimize business processes” was 
not explicit and unclear for employees to follow. The method was also unclear since ERP 
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implementation was a highly practical and action-oriented process. Clan control was performed 
as the key control mechanism due to that only when the employees realized that their current 
process needs to be transformed for the organizational change to be sustained.  

5.2 Framework: Organizational Control Mechanisms – Project Types 
In the previous section, we had discussed the four types of project (Type I, II, III and IV) in lieu 
of the various organizational control mechanisms that were found to be critical in yielding a 
successful rollout of projects as indicated by the respondents. To drawn a link between the 
various project types and organizational control mechanisms, we had summarized the findings in 
Figure 7.  

The presented framework (see Figure 8) based on the project classification defined by Turner 
and Cochrane (1993) clearly demonstrates the shift in focus of organizational control 
mechanisms across different types of projects that we had sampled. For instance, we have found 
that when the goals and methods of the project are clear, organization tend to rely on 
bureaucratic control with a focus on the output of activities as evident from the case of C1 and 
N4. Bureaucratic control was also exercised when the team was clear on what was required to be 
achieved even though they were a bit unclear on the way to achieve the same. In such 
circumstance, the bureaucratic control focused on the behavioral side of the concerned team 
rather than the output. However, when the method of doing the project was clear as in the case of 
C3 and N2, self-control amongst the project team was encouraged or practiced as the team were 
unclear on the exact requirement of the project or the project goals were unclear. But when 
things were bit fuzzy as in terms of project goals and methods as evident in an organization 
change project such as that of C4, clan-control was instrumental. 

Figure 8: Framework of Organizational Control Mechanisms and Project Types 
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As mentioned earlier, the framework depicted in Figure 8, pertaining to the interplay of 
organizational control mechanisms and the project type does not imply that these were the only 
mechanisms found. In fact, there were some projects such where other controlling mechanisms 
were also exercised to some extent. We shall touch upon those projects, where we identified 
other supporting control mechanisms in the subsequent section under the Justification of the 
Framework.  

Sticking to the framework, as the study performed a qualitative assessment it would be rather 
difficult to quantify the varying impact from each controlling mechanism across the different 
types of projects. Nonetheless, as found by Nieminen and Lehtonen (2008) all the organizational 
control mechanisms were exercised in respective projects but the different project types reflected 
particular organizational control mechanisms, which dominated the control aspect of the projects 
as indicated above. 

5.3 Justification of the Framework 
The framework as presented in the above section (see Figure 8) can be justified in context with 
the nature of the project. The suggested framework is also align to similar study done by Ouchi 
(1979), which was based on the ability to measure output and the knowledge of the 
transformation process as explained in the Literature Review section. Further, as some projects 
demonstrated the utilization of the other organizational control mechanisms apart from the 
critical one, it would be interesting to rationalize its presence under the framework. The 
following section briefly highlights these aspects of the considered framework.  

5.3.1 Project Types and Organizational Control Mechanisms 

The project categorization, which followed the goal-and-method matrix of Turner and Cochrane 
(1993), distinguished projects based on the clarity of the goals and methods for executing the 
project. For the Type I projects, the clear goal and clear method of executing the project implied 
that the concerned project managers or project in-charges were clear on what needs to be done 
and how it should be done. For instance, in the case of C1, even though the project was a 
complex engineering work, the project manager was clear on what was required by the top 
management or the organization. The working method was clearly spelt out through schedules 
and project plans. To control the progress of the project, he depended on the output of the work, 
which being an engineering work was relatively easy to measure and compare with the project 
plan and milestones. As a result, the dominant control mechanism exercised by him in the given 
context was bureaucratic control as by applying rules, guideline, schedule, plan, budget apart 
from others. Here, it is worth noting the fact that in the given case, the output of the daily or 
weekly or monthly activities were relatively easy to measure in terms of cost, man-hour spent, 
stages & milestones completed and etc. This was critical as the same approach was followed in 
the case of N4 even though there was not any extensive document on the project plan. Here, the 
technical knowledge of the project manager and the project team was crucial in controlling the 
progress of the project. Due to the expertise of the team, the project manager was able to gauge 
the progress of the project, particularly the fabrication work carried out by a third party supplier. 
In fact, the clarity of the goal and method of conducting the activities for the given project 
enabled the project manager to assess the progress of the work in aid of the technical expertise. 
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In the case of Type II projects, where the goal of the projects were clear but method to 
accomplish the task was not so relatively clear, the concerned project managers or the project in-
charges applied the bureaucratic control measure. Here, the behavior in terms of activities/duties 
performed by the project team or the third party vendor were inquired rather than measuring 
specific output of the project work. Even though the other organizational control mechanisms 
(namely clan and self) varied in the sampled projects of C2, N1 and N3, the overall focus of the 
controller was focused on assessing the progress of the project as per the input given by the 
concerned project members rather than assessing the outcome with the plan. For instance, in the 
case of C2, where the project focused on developing and designing a mould for the housing and 
keypad for Nokia, the stringent standard set by the client enforced the project manager to have a 
regular meeting and appraise the performance of the project team. Particularly in the research 
and design work, the assessment focused on the behavioral aspect rather than output as the 
project incorporated ideas and suggestions from everyone even though his/her proposal/design 
may not have been selected. Similarly, in the case of N1, the management acting as the main 
controller regularly inquired on the status of the progress, which enforced the project team to 
expedite their action to accomplishing the work within a certain timeframe. As in the case of N3, 
the project team and particularly the project manager had to regularly interact and coordinate 
with the third party vendor as the major part of the project the software application, was 
outsourced. 

In the case of Type III projects, the project team was relatively clear on the method but the 
ambiguity surrounding the goal of the project was a major hurdle in assigning specific standard 
to measure the performance of the output even though general rules, budget, reports, meetings 
and other bureaucratic control measures were applied. However, the lack of clear goal, implied 
that the project team had to work until the major stakeholders were able to agree on the clarity of 
the same. The role of self-control was evident in such circumstances, as the basic requirements 
of the project in terms of rules, direction, budget, report, meeting and other were already 
exercised. For instance, in the case of N2, the project team was already briefed on the budget, 
rules, regulation and other aspect of the project to develop and implement the integrated 
software. However, as there was a major disagreement in terms of the requirement between the 
internal project team and the third party software vendor, the project team and particularly the 
project in-charge had to apply self-control measures to clarify on the issue and proceed ahead 
with other activities particularly on the implementation side. Another aspect of such type of 
projects is the iterative nature of work. As evident in the case of C3, the project team had to 
constantly upgrade and fulfill the requirement of the user while preparing the well-logging 
evaluation software. The self-control measures taken by the concerned project team and project 
manager was instrumental in maintaining the focus and attention in rollout out the software as 
per the requirement of the client. 

Type IV project lacked the clarity in terms of both goal and method. As a result, the project team 
was neither able to totally rest on their self-control measures nor the bureaucratic measures. For 
instance, in the case of C4, the project team implementing ERP had the goal to coordinate all the 
resources, information, and activities to optimize the business processes. The coordinating of all 
resources, information and activities was not clear as launching a newsletter (N1) or building a 
mould of housing and keypad for a mobile (C2). Further, as the team also had to customize the 
various modules of the ERP packages according to the business need, the vague goal did not help 
the team in formulating a clear-cut method. As evident from the case, the bureaucratic measures 
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applied during the initial months of the project were not effective until the project team worked 
as a change agent to change the mindset of the overall staff through clan control. As the project 
moves from one phase to another, as that was observed in C4, the clarity on the goals were 
realized only during the later phase, when people were adequately trained and were informed 
accordingly. Thus in project lacking clear goal and method, it would be rational for the project 
team to work as a group in lieu of sharing the vision rather than working in silo applying the self-
control.   

5.3.2 Similarities with Other Theories 

The finding of the study as presented above in the framework (Figure 8) is in line with the 
studies done on project management and organizational control mechanisms. Focusing on the 
project management aspect, we noted that the dominance of organizational controlling 
mechanisms differed according to the project types. This implies that for different project types, 
organizations should adopt different control mechanisms to yield a successful project rollout. 
This is similar to the approach suggested by Payne and Turner (1999) where they indicated the 
need for organizations to have a tailored made procedure to handle various types of projects 
across the organization at the tactical level. Similarly in another study done by Müller and Turner 
(2007), they have also agreed on the notion that the leadership style should match the project 
types. These views however, do not imply that organization should apply only one particular 
organizational control mechanism. As we identified the presence of all types of controlling 
mechanisms in the respective projects, here we imply that according to the project types, a 
particular organizational control mechanism should be applied in support of other mechanisms to 
yield out a successful rollout of the given type of projects. The following section delves on this 
aspect of the mixture of various organizational control mechanisms. 

The application of the different organizational control mechanisms according to the types of 
projects as revealed in the study is similar to the study done by Ouchi (1979), whereby he 
suggested the application of a particular control mechanism (market, bureaucratic and clan) 
based on the ability to measure output and the knowledge of the transformation process. Figure 
9, attempts to draw a similarity between the framework presented above (see Figure 8) and 
Ouchi’s work (see Figure 3). 
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Figure 9: Organizational Control Mechanisms under the Purview of Measurability of Output 

 

As depicted in Figure 9, our study done on the organizational control mechanisms across 
different types of projects, resemble the findings of Ouchi (1979) except for Type III projects. 
The clarity on the method of executing the project would translate to a situation, where the 
concerned controller working as a project manager would have high ability to measure the output 
based on the detailed method and clear goal. In absence of the clear method as how to execute 
then the project manager or the concerned controller would have to resort to measuring the 
behavior in case he/she is fully acquainted with the goal or the transformation process. However, 
it would be difficult for the concerned controller to assess the project based on output measure 
even when methods are well defined or ability to measure the output is high, when the goals are 
unclear. For instance, in the case of N2, the incongruity on the goal of the project implied that all 
concerned stakeholders were uncertain in terms of the progress of the project. In such 
circumstance, even when the project team had well defined method on the steps required to be 
followed as well as their ability to measure the output based on these steps, it would make no 
sense until all concerned parties agreed on the goals. Similarly, when there is lack of clarity in 
term of both goals and methods, it would naturally translate into a situation, where the controller 
would have relatively less information on how the project is progressing and the ability to 
measure the output of the project would be low. 

It would be important to note that as the internal units within the organization managed our 
sampled projects, we had ignored the market control, which was incorporated in the work of 
Ouchi (1979). However, we had employed self-control mechanism, which was also considered 
by Kirsch (1996) and Nieminen and Lehtonen (2008) as the projects were internally planned and 
executed rather than being executed for third party, where pricing would have played a key role 
in determining the output of the project. For instance, in the case of C3 or N2 had the project 
been totally outsourced by third part vendor, then the price agreed for the project would have 
determined the outcome or output of the project. In such situation, the market control determined 
by other third party vendors would define the output based on the market price to conduct such 
projects. However, as the organization outsourced only part of the project to third party and 
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managed the project internally, the role of market control or price was relatively irrelevant in 
determining the output of the project.  

To reiterate the point, which have indicated several times is that the suggested organizational 
control mechanisms acting as dominant role in the respective project types as indicated in the 
framework (see Figure 8) does not imply the absence of other organizational control 
mechanisms. As found in our study, we identified all the organizational control mechanisms but 
with varying degree as found by Nieminen and Lehtonen (2008). Further, as indicated by Ouchi 
(1979) the exercise of other organizational control mechanisms is practical as there could be a 
possibility of seep of control should the organization only exercise one type of controlling 
mechanism. For instance, under the bureaucratic control the management provides the guidelines 
and rules for the project team along with the project manager to follow. In absence of such 
measures, project exercising clan control or self-control would possible lose focus of the project 
goal and work in accordance with the goal of the concerned project member. The absence of the 
broad framework as defined by rules or guidelines would in fact invite seep of control in the 
given project. Thus, in order to manage the seep of control, the exercise of other organizational 
control mechanisms apart from the one dominating the project would be highly recommendable. 

5.3.3 Interplay with Other Organizational Control Mechanisms 

All the sampled projects revealed the interplay of all organizational control mechanisms as 
indicated by Nieminen and Lehtonen (2008). However, based on the respondent’s feedback we 
had identified self-control and clan-control as other controlling mechanism in the case of N1 and 
N3 respectively, which were also considered to be exercised apart from the dominating 
mechanism as reflected in the Figure 8. In this section, we attempt to rationalize the presence of 
these supporting control mechanisms.  

N1, was identified as Type II project and was about launching of the corporate newsletter. Apart 
from the bureaucratic control focusing on the behavior, the respondent indicated the self-control 
as another key control mechanism exercised by the project team in the project context. While, 
analyzing the context of the project, the self-control measures exercised by the project team was 
more in line towards the overall system development initiative taken by the organization. As the 
considered project’s overall objective was to contribute towards better internal communication, 
several other activities were being conducting in lieu of improving the overall internal 
communication as system improvement. As indicated by Turner and Cochrane (1993), system 
development would be a Type III project, where as reflected in the case of C3, self-control 
mechanisms takes the dominant role. Considering the sampled project of N1, we can note that 
the participants involvement in other range of activities (N1 being one of the projects) was 
instrumental in exercising self-control measures. A potential seep of control can also be argued 
in this case as indicated by Ouchi (1979).  

The case of N3 can also be rationalized similar to case N1. However, the context was not about 
system development but the overall organization development or organizational change, which 
based on the framework (see Figure 8) would fall under Type IV project having clan-control. As 
the organization (bank) was recently established (in 2002), several activities were and are still 
being conducted as to consolidate its situation in the market. Among the several projects 
conducted by the organization, N3 was also one of them. The given project (N3) was related to 
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internet banking, which the bank aimed to provide its customer a unique product offering 
unmatched in the country by any other financial institution. Further, as most of the staff member 
of the bank were new, they tend to observe and follow how things are done within the project 
group/team. Thus, the exercise of the clan-control was evident by the project members, who 
were also functionally responsible in managing the organization change in lieu of executing the 
project. 
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CHAPTER 6 – CONCLUSION 
 

With the pursuit to understand how organizational control mechanisms are exercised across 
various types of project in non-project based organizations, we took the framework of Nieminen 
and Lehtonen (2008) based on the three organizational control mechanisms with 23 controlling 
tools. Based on the framework, we assessed how the various tools functioned under different 
organizational control mechanisms in different kind of project types as defined by Turner and 
Cochrane (1993). To assess the functioning of the organizational control mechanisms, we 
conducted a semi-structured interview with all the respective project managers or project in-
charges of our sampled projects. As we followed a qualitative approach in building our study, we 
conducted case study to build our study.  

Before concluding the study, in the following section, we will briefly summarize our findings, 
highlight the study’s implication for both academics and practitioners, indicate the strengths and 
weakness of the undertaken study and finally list some suggestions for future study. 

6.1 Summary 
In order to carry forward our study we had drawn the following propositions, which are 
explained in context to the findings revealed from our study: 

• The application of the organizational control mechanisms varies according to the types 
of projects in non-project based organizations: As various types of projects (Type I, II, III 
and IV) revealed varying degree of the application of the organizational control 
mechanisms in the sampled projects (Table 12 and Figure 8), we can conclude that this 
proposition was supported by our study. 

• In similar types of projects, the application of the organizational control mechanisms 
remains the same in non-project based organizations: Out of the eight sampled projects 
we had identified C1 and N4 as Type I project, C2, N1 and N3 as Type II project, C3 and 
N2 as Type III project and C4 as Type IV project (see Figure 8). Bureaucratic control 
mechanism focusing on the output was the dominating mechanism in case of Type I 
projects, while bureaucratic control mechanism focusing on the behavior was the 
dominating mechanism in case of Type II projects. Similarly, self-control remained the 
dominating bureaucratic control mechanism in Type III projects while clan control was 
the dominating bureaucratic control mechanism in Type IV project. Apart from these 
dominating control mechanisms, the projects revealed all controlling mechanisms with 
varying degree of application. As the dominating control mechanisms were only common 
in similar types of projects, we can conclude that the given proposition was partially 
supported by our study. 

As our objective was to study how the organizational control mechanisms vary across different 
types of project executed by non-project based organizations, we have presented that the in 
different project types different organizational control mechanisms interplay. In fact, as indicated 
by Ouchi (1979) Leifer and Mill (1996), and Nieminen and Lehtonen (2008), we identified all 
types of organizational control mechanisms (bureaucratic, control, self) being exercised in the 
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sampled projects. However, as the nature of the project defined under the dimension of goal and 
method (Turner and Cochrane, 1993) respective project types demonstrated a dominating 
organizational control mechanism contributing towards successful project rollout. Referring to 
Figure 8, we demonstrated that the application of the dominant organizational control 
mechanism was subjected to the clarity of the goals and methods of the project. The interplay of 
other organizational control mechanisms were however, subjected to the nature of the 
organizations and other aspects of the projects such as the team composition apart from the 
clarity on goal and method.   

6.2 Theoretical Implications 
Based on our study on variations of organizational control mechanisms across different types of 
projects, we identified four dominant organizational control mechanisms in four different types 
of projects as defined by Turner and Cochrane (1993). To be precise, we identified that 
bureaucratic control focusing on the output was dominant in Type I projects, where both goals 
and methods were clear. Bureaucratic control focusing on the behavior was dominant in Type II 
projects, where goals were clear but the methods of executing the projects were relatively 
unclear. However, when the methods were well defined but goals were unclear as in the case of 
Type III projects, self-control was the dominating force in yielding out a successful project. In 
the case of Type IV projects, where both the goals and methods were unclear, clan control was 
identified as the dominating mechanism. As we found the application of different organizational 
control mechanisms within the same organization (in case of GBPL for case N1 and N4) we can 
indicate that exercise of the aforementioned organizational control mechanisms do vary 
according to the types of projects.  

While dealing with the clarify of the goals and methods and the subsequent application of the 
various types of organizational control mechanisms in different projects types, our study 
attempted to draw a linkage with the work done by Ouchi (1979) on controller’s knowledge of 
transformation process and the ability to measure output (See Figure 9). The study revealed 
similar findings except for the Type IV as Ouchi (1979) had considered market control in place of 
self-control.   

The study also revealed that in any given project context all types of control mechanisms are 
exercised even though the variation may differ from one project to another even in similar type 
of projects. Similarly, the controlling tools, which are exercised under the given controlling 
mechanisms may also vary from one project to another regardless of its types as evident from the 
identification of other tools apart from the one as included by Nieminen and Lehtonen (2008). 
This varying nature of the organizational control mechanisms and the functioning of the tools 
within the mechanisms is consistent with similar studies as indicated by the fact that these 
mechanisms can be exercised in various combinations (Ouchi, 1979), have a complementary role 
rather than substitutes (Nieminen and Lehtonen, 2008) and are operated together reinforcing 
each other (Leifer and Mills, 1996).   

Interestingly, the interplay of organizational control mechanisms, particularly with the dominant 
one is critical to mitigate the seepage of control as highlighted by Ouchi (1979). Our study also 
supported that notion and highlighted the fact that when projects boundaries are not clearly 
defined particularly in non-project based organizations, there is the potential situation that other 
supporting control mechanisms can also be exercised as evident in the case of N1 and N3. 
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However, as indicated by Ouchi (1979) and Leifer and Mills (1996) the interplay of various 
organizational control mechanisms reinforcing each other would be pertinent to mitigate the 
control loss. 

Overall, our attempt to create linkage between the organizational control mechanisms and 
projects types should contribute in the academic field to further explore and develop on the 
suggested theoretical framework (See Figure 8).    

6.3 Managerial Implications 
The following key point addresses the managerial implications pertinent for concerned 
stakeholders associated with projects, which non-project based organizations execute: 

• As most of the non-project based organization select project team from the functional 
unit, it would critical for the concerned management to select the project team particular 
in case of Type III and Type IV, where the respective project members along with the 
project manager/in-charge are capable of demonstrating self-control and clan control. For 
instance, if the management selects a person who shows inclination only to follow the 
method/steps as instructed and lacks the necessary skill set to work on his own or share 
ideas with other then in such circumstance, the management should assign him/her to 
Type I or Type II projects rather than Type III or Type IV projects.  

• Even though only few cases demonstrated that training was provided to the project team 
(C1, C2, C4 and N3) it was more catered towards fulfilling technical requirement 
associated with the project. Here, the management should also consider in providing 
training to improve the skill set required to handle specific type of projects. For instance, 
teambuilding exercises would be more suitable in Type IV apart from the technical 
requirement as this would encourage in improving the group thinking thus contributing 
towards developing clan-control.  

• While the performance of the project are linked the reward system as identified in some 
of the cases, factors facility or encouraging specific control mechanisms should also be 
exercised. For instance, in the case of N2, which was Type III project having dominant 
self-control mechanism, the reward was based solely on the output of the work rather 
than highlighting the contribution made towards taking self-control measures by the 
concerned project member in terms of dealing with client or clarifying issues with the 
team to ensure timely completion of project. 

• The management of the organization should also facilitate in terms of having varied 
organizational control mechanisms as per the project types. For instance, in case of Type 
III and Type IV projects, the management apart from defining the rule should allow more 
flexibility in delegating authority or providing support for self-control or clan control to 
have a bigger say in such project types. While, in Type I project, the management can 
concentrate on the output to have an effective outcome from the project. Further, as 
highlighted by Ouchi (1979) it is also pertinent for the management to consider the 
potential seep of control while clan control or self-control is exercised. As a result, the 
presence of all types of organizational control mechanisms should be managed in lieu of 
the functioning of the dominant control mechanism as evident from the study. 



- Organizational Control Mechanisms And Its Application Across Different Project Types - 

Prasad Gyawali & Yin Tao, MSPME 2007/08  65 

6.4 Strengths and Weaknesses of the Study 
As we took the framework of Nieminen and Lehtonen (2008) and assessed the 23 controlling 
tools in terms of its application based on the feedback given by the respondent, we were able to 
understand their perspective as how it functioned in the respective sampled projects. As we 
explored their views, we were able to distinguish the presence of bureaucratic control mechanism 
having two focuses – behavior and output, which was consistent to the work of Ouchi (1978) and 
Kirsch (1996). Further the identification of other tools such as third party review/audit, sharing 
of best practice, client relationship management, decentralized decision power and top 
management support were also possible due to the approach taken in our study. 

The time constraint implied that we had very limited time to approach the companies and inquire 
on the projects. Initially, we had planned (contacted) for four Nepalese companies with 8-10 
sampled projects, while in case of Chinese companies we had planned (contacted) for five 
companies with 5-7 projects. However, the communication had to be done via e-mail and 
telecommunication medium such as voice over internet protocol, physical contact with the 
respective companies were not possible. As a result, the follow-up was not as effective as 
physically being present in those respective companies. 

Even though, we were able to contact all the concerned project managers or project in-charges of 
the sampled projects, the time constraint limited us from understanding the views of other key 
members of the project team. For instance, in most of the cases the top management imposed the 
rules and decisions under the bureaucratic control mechanisms. As we only focused on project 
managers, we were not able to assess the view of top management who created those rules, or 
project members who were supervised by the project managers or third party client who again 
had to interact with the project team. As a result, the assessment of the proposed framework was 
based on the project manager’s input and his/her perception on the controlling tools and 
mechanisms. 

Being novice researchers, there were some shortcomings in the way, how the semi-structured 
interviews were handled. As most of the respondents were interviewed via phone, the 
communication was mostly handled in the respective local language i.e. Chinese and Nepalese. 
While, transcribing the interview in English, some of the terms used in the local language were 
interpreted by us and a possible biasness could have seeped in.   

6.5 Suggestions for Future Research 
One major suggestion for future research would be to increase the sample size as well as 
consider the view of the controller and controlee to assess their respective perspective. This 
would not only provide a larger pool of projects sufficient to study in respective types (in our 
case in Type IV project we only had one case i.e. C4), which would significantly contribute 
towards generalizing the findings. 

Another suggestion based on the increased sample size would be to test the finding of the 
undertaken study using a quantitative approach. The increased sample size and wider coverage of 
stakeholder would significantly contribute towards generalizing the findings. 

The undertaken study has demonstrated that even though organizations exercise all types of 
organizational control mechanisms in projects, there are distinctive dominating control 
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mechanisms, which enables specific types of projects to be effectively implemented. As evident 
from the study, we were able to identify four types of organizational control mechanisms and 
relate to the four types of projects developed by Turner and Cochrane (1993). Even as we took 
projects from different countries (China and Nepal), we were still able to draw similar pattern 
within the given project type regardless of the projects origin. We can therefore conclude that 
while exercising the organizational control mechanisms the types of projects should be taken into 
consideration. However, the onus rests on the shoulders of the practitioners to implement the 
same. 
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APPENDIX – I QUESTION SET- I PRELIMINARY INFORMATION 
 

Proposal 

As part of MSc module in Strategic Project Management, we are undertaking a research on 
“Types of Organizational Control Mechanisms applied across Projects in non-project based 
organizations.” In this regard, we plan to do a study across various projects rolled out by various 
organizations in Nepal and China. 

To proceed ahead with the research, we plan to conduct several rounds of semi-structured 
interview either through email or through phone. To begin with, we would like you to clarify on 
the definition of project, so as operational functions are not included as projects. 

To consider what a project is, kindly consider the following criterions3: 

• Should be temporary with definite beginning and a definite end 

• Should create unique deliverables like products or services or results 

• Should have progressive elaboration, which implies projects are developed in step-
wise but continuously increasing manner 

Based on the above-mentioned descriptions of the project, we now would like to request you to 
furnish some details of the project/s, which your organization has undertaken in the past three (3) 
years. 

Name: 

Company: 

Description of project: 

Nature/Type (e.g. IT, New Product Development): 

Objective (Why was this project undertaken?): 

Size of project team: 

Budget: 

Time-period: 

Position of the responsible person: 

                                            
3 PMI. (2004). A Guide to the Project Management Body of Knowledge. Pennsylvania: Project 
Management Institute. 
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APPENDIX – II QUESTION SET- II TOOLS & MECHANISMS 
Rules, directives, codes of conduct 

Were the rules or directions or codes of conduct in/formally issued or informed to you and/or the 
project team? 

If Yes,  

Who established these rules, directives, and the codes of conduct?  

How were these rules, directives, and the codes of conduct informed? 

Operational limits 

Were there any limits imposed on the decision making process (such as limit to overshoot 
budget/schedule or access to other information or any others)? 

If Yes,  

Could you list some examples? 

Project plans 

Was there a project plan (not budget) before initiating the project? 

If Yes,  

What content did the project plan include?  

Who drafted the project plan and who approved the plan? 

Was the project plan updated, during the project execution? 

Budgets, monitoring on spending 

Was there a budget prepared before the initiation of the project? 

If Yes, 

Were the spending monitored during the project execution? 

If Yes, 

Who monitored the budget of the project? What was its frequency? 

Human resource allocation 

How were people allocated to the project team? (Was there a special request for specific person 
or was it based on the available pool) 

Who assigned people to work for the given project?  
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Was there a follow-up on the used human resource by concern unit? 

Schedules 

Were there any milestones set before starting the project? 

If Yes, 

Were these milestones monitored? 

If Yes 

Who monitored it? 

What were the actions initiated after monitoring of these milestones? 

Goal setting 

Were there any specific, measurable or time targeted objectives? 

If Yes, 

Who decided on these objectives?  

Performance measurement 

Was there any performance appraisal done based on project’s goals? 

If Yes, 

How often was the performance measurement taken and by whom? (For example, after each 
milestone?) 

Did the measurement influence future performance? Can you furnish an example? 

Incentives, bonuses  

Was there any motivation in form of financial, which was tied to performance, (For example, 
incentive wages, bonuses) or other rewards? 

If Yes, 

When were these incentives or bonuses given? (After or during the execution of projects) 

Do you think they contributed to the project's competitiveness by encouraging superior 
performance? Could you show us an example? 

Reporting 

Was there any periodic report on the progress of the project? 

If Yes, 
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How often did the report required to be handed in? (For example, after milestone, or tied to 
formal meeting) 

What content did the report include? 

Formal meetings  

Was there any regular meeting? 

If Yes, 

What used to be the general topic/agenda? 

Who participated the meeting? 

What kind of information was shared during the meeting? 

Personal surveillance  

Were people working in the project located in the same place, where the project manager or 
project in-charge or functional head worked? 

Did the project manager or in-charge or functional head intervened/guided in the work of the 
project team?  

Surveillance through others 

Did concern project manager or supervisor systematically follow the execution of projects by 
collecting information from other project workers or line managers or other employees of the 
organization, who were affected by the project?  

If Yes, 

Do you think it could be used as basis of evaluation of project manager/ project team? 

Mission statement, vision, core values  

Were there any official documents enforcing a higher-level of commitment?  

If Yes, 

How were these documents communicated to the project team? 

Were these documents helpful in enforcing a shared vision for the project or rise the team spirit? 

Project manager/team selection  

How was the project manager or the project team selected? 

Do you think the project manager/team had suitable capabilities and appropriate skills for the 
project requirement? (For example, technical skills, networking capabilities, motivation level, 
ability to work efficiently with people) 
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Training  

Were there any training programs for both project manager and people who worked for the 
project? 

If Yes, 

Could you describe the training program in terms of content, style, frequency?  

What do you think the result of training? Did it improve individual and team efficiency, 
productivity, or high standards of work and quality?  

Did it reduce stress and conflict in team working? 

Discussions  

Were there any informal discussions during the project execution? 

If Yes 

What were the discussions mainly about? (For example, information on the progress of project, 
advice on how to execute a project and etc) 

Do you think it provided an opportunity to communicate and clarify on issues?  

Informal events  

Were there any informal events or social gathering? 

If Yes, 

Did it contributed towards exchanging information and idea? 

Team control 

Was there any peer pressure? (For example, someone’s opinion affected other’s way to do a job.) 

Goal oriented working culture  

What do you think of the working culture prevalent during the execution of the project?  

Do you agree that people respected high performance and did their best to excel in their 
profession and their jobs? 

Were there incentives placed to facilitate such working culture? 

Project manager has decision power on daily matters of the project 

Did the project manager have authority to decide on the daily matters of a project? 

If Yes,  

Can you exemplify? 
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Project manager has decision power on working methods of the project 

Did the project manager have authority on working methods of the project? 

If Yes,  

Can you exemplify? 

Project manager has decision power on project goals 

Did the project manager have authority to formulate project goals or at least have a strong 
influence on the design process of project goals? 

If Yes, 

Can you exemplify? 

 

Based on the tools mentioned above, which tools do you think were the most effective for 
achieving the project success? 

 

Were there any other tools/techniques apart from the ones mentioned-above, employed for 
controlling and monitoring the projects? 
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APPENDIX – III QUESTION SET- III PROJECT SUCCESS CONTEXT 
 
 

� Did the project perform well in terms of functionality, budget and timing? 
Strongly Disagree | Disagree | Slightly disagree | Neither Disagree or Agree | Slightly Agree | Agree | Strongly agree 
� Did the project meet user’s requirement? 
Strongly Disagree | Disagree | Slightly disagree | Neither Disagree or Agree | Slightly Agree | Agree | Strongly agree 
� Did the project achieve their purpose? 

Strongly Disagree | Disagree | Slightly disagree | Neither Disagree or Agree | Slightly Agree | Agree | Strongly agree 
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