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Abstract 
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The interactive use of management control systems in organizations working with innovation 
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Alina Nasretdinova 
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Andrea Fried 

Date 
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Background 
Exploring literature about interactive management control systems and its role in 

organizations working with innovation and technologies. 

Aim 
Research how companies working with innovation use interactive management control 

systems to solve various problems. The contribution will be to determine what kind of 

problems can be solved with these methods. Finally, the contribution will focus on new ways 

of using management control systems in this kind of organizations. 
Methodology 
It is a case study which includes qualitative analysis through interviews and observation. 
Findings 
Companies can use interactive management control systems as a non-invasive method for 

running the company with the main focus on motivating and inspiring employees as well as 

stimulating idea-seeking and reducing the operational and strategic uncertainties. 
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1. Introduction 
In this chapter, we will introduce the thesis topic as well as the gap that we intend to fill with 

this thesis. The problem discussion will be presented with the different theories that exist 

today. Finally, the research questions will be shown to the reader. 

 

1.1. Introduction 

In this thesis, the authors will try to discover what methods of control are used in 

organizations working with innovation as well as how these methods can have new roles in 

these organizations. 

 

Past decades have brought us significant changes in business life. New ways of working and 

assembling teams have appeared due to the need of managing an increased product 

complexity, a fast-changing environment and technological uncertainty (Hobday, 2000). 

Besides, new challenges have motivated managers to find more efficient ways of controlling 

performance as well as help in the production process. 

 

This paper will use the concept of Management Control Systems (MCS) as it was defined 

by Anthony (1989, cited by Langfield-Smith, 1997, p.208) as “means of gathering and using 

information to aid and coordinate the process of making planning and control decisions 

throughout the organization and to guide the behaviour of its managers and employees”. This 

statement shows that the main goal of the use of MCS is the improvement of collective 

decision-making and better understanding of competitive advantages for targeted results.  

 

Different software development organizations have various structures, methods of operation, 

paths and goals as well as different levels of uncertainty and interconnections between the 

tasks. The higher interdependency of the tasks and uncertainty, the more feedback and 

communications are required from managers to coordinate all the activities with maximum 

output (Simons, 1990). 

 

This paper is going to focus on interactive control systems which help in guiding and 

controlling the performance of project teams working with innovation.  
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1.2. Problem discussion 

At the beginning MCS were used as a formal control and feedback system for monitoring 

performance and defining weaknesses in operations and in the organizational structure which 

could lead to undesirable outcomes such as profit loss, decrease of market share, production, 

etc. (Anthony, 1965). This kind of performance was defined as diagnostic control system 

(Simons, 2013). However, the second half of the 20th century changed the way different 

organizations operated and set new standards for management. Instead of functional 

organizations with simple tasks structure (Miles et al., 1978), the industrial world started to 

use a project-based structure for running the performance. Such radical change was the 

consequence of shifting focus from mass production and relying on economies of scale to 

develop complex projects and unique innovative products (Turner & Keegan, 2000). An 

increased need of innovation in software brought new challenges for scientists. Even if 

innovations themselves were “purposeful and structured processes” (Bisbe and Otley, 2004, 

p. 712) researchers tried to use MCS to stimulate the experimentation desire of managers in 

opportunity-seeking by constant communication between the members and high involvement 

of the members into the process of development (Bisbe and Otley, 2004). Control plays an 

inevitable role in solving issues regarding innovation and complexity of the projects in the 

company and in keep moving the work and being sure that the resources are used properly. 

Moreover, it helps to define the potential issues and adapt to the current environment 

(Simons, 2013).  

 

Considering everything written above, the way performance was being measured required a 

new approach to management and control systems to support innovations (Turner & Keegan, 

2000; Thiry, 2008). An interactive use of diagnostic methods opened new opportunities 

which were described by Simons (2013) as the transformation of the formal types of control 

such as planning, scheduling, budgeting, etc. into the interactive systems of operation. 

However, these methods were implemented and improved for functional organizational 

structures while not much attention has been paid to organizations running their operations in 

projects working with innovation.  

 

Based on all written above, the gap we found is in the lack of enough empirical studies that 

research how interactive management control systems can be used in organizations working 

with innovation as well as how they can be used not only for control but for other purposes. 
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1.3 Purpose of the research 

Management control systems can be used to track the performance of teams working with 

innovation. However, these types of control systems do not have specific methods described 

based on the research of companies. Thus, the authors’ target is to find out these methods for 

organizations working with a high level of innovation. 

 

This study will take place in the context of companies working with innovation. In particular, 

we have chosen a company that works in the software development area. Companies working 

with innovation are important because they use different ways to control people, and 

diagnostic control systems do not seem to work in these companies (Bedford, 2015). This is 

why, we are interested in the concept of interactive management control systems and the 

different roles they have in companies working with innovation. All this research will be 

done from the point of view of managers and how they can use these systems to influence 

employees’ performance in a more efficient way. 

 

1.4 Contribution and research questions 

The main contribution of this thesis is to understand how companies working with innovation 

use iMCS as well as describing new roles assigned to iMCS inside these companies. This 

practical contribution will be made in the form of a case study in which the authors will 

attempt at determining which control methods are used successfully for teams under the 

circumstances described above in an interactive way. Moreover, this contribution will be 

theoretical as new uses for iMCS will be described.  

 

The research will be a qualitative study and the methods we will use to make our contribution 

are an observation experiment and a semi structured interview. 

 

The case company’s name is TechnologyCom. It is a Swedish company founded in 1992 and 

is one of the first open-source companies in the world (TechnologyCom, 2017). 

TechnologyCom works in teams which are based on projects with high innovation in 

software development. The main input is received from customers which then is developed in 
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these teams. Based on their business model they work with high tech technologies and 

solutions.  

 

Due to confidential issues the name of the company has been changed for this thesis but 

keeping the information and data accurate to reality. The documents provided by the 

company will be used as well. 

1.4.1. Research questions 

Research question: Which problems can be solved by using management control systems 

interactively in companies working with innovation? 

 
Sub Question: Which roles can iMCS have in an innovative company? 
 

1.5 Outline of the research 

Chapter 1 Introduction: In this chapter, we introduced the concept of Management Control 

Systems and the different ways of using them: interactively or diagnostically. We presented 

the evolution of management control systems and the research questions we will try to 

answer in this research as well as the company that will take part in this thesis. 

 

Chapter 2 Theoretical background: this chapter presents the theories used in this thesis to 

help the reader better understand the concepts that will be used later. This chapter is the 

theoretical base for the thesis and the academic background. 

 

Chapter 3 Methodology: in this chapter, the methodology we used is presented. This chapter 

allows the reader to understand how the data was collected and analyzed. 

 

Chapter 4 Empirical findings and Analysis: the empirical findings chapter shows the data 

that was obtained from the company we worked with for this thesis. These findings are used 

as a base to answer our research questions. The data will be analyzed to understand if it 

matches the theory presented previously. The focus is on trying to determine how 

management control systems are used in an innovative company. 

 



     
    
 
 

 12 

Chapter 5 Discussion: in this chapter, we make generalizations from the data collected and 

the analysis of the theory from previous chapters. We will make clear the contribution we are 

making and the research questions we are going to answer. 

 

Chapter 6 Conclusion: this chapter presents a summary of the work that was performed in 

this thesis along with a further research section. 
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2. Theoretical background 

In this chapter, the main definitions for the thesis will be presented. The aim of this chapter is 

to create a theoretical background that will allow the authors to create a frame for the 

research. First, the concept of management control systems will be presented along with the 

different ways of implementing them in an organization. Then, different empirical studies will 

be presented to determine which features of control have been already identified by previous 

researchers. 
 

2.1 Management control systems  
The measurement of organization’s performance was always one of the main tasks of 

management while controlling was one of the main methods of analyzing financial and non-

financial development (Armesh et al., 2010). However, at the very beginning, control systems 

were oriented on the accounting and planning areas, such as cost reduction and budgeting 

(Anthony, 1965). There was no space for adjusting the possible results through discussion 

and all the actions were highly formal. Later, the role of communication in terms of MCS 

became more relevant since the organizational development entered more complicated 

industries and met problems connected with the need of interaction between managers 

(Carenys, 2010). Moreover, MCS were separated from operational control and strategic 

planning (Otley, 1999) and became a new system of analysis of internal and external signals 

of the environmental changes for the decision-making activities (Armesh et al, 2010). 

 

Simons (1995) also incorporated the social aspect of the organizational performance and 

underlined the role of MCS not only as a measurement and control tool of quantitative 

analysis, which can be seen as a feature of diagnostic control methods, but also as a control 

method in terms of social aspects. The ability to communicate and give feedback was defined 

as a positive aspect in the improvement of the performance and the outcome. That was the 

transfer from the formal diagnostic methods of control toward interactive MCS (iMCS).  

 

Interactive control became a tool for strategic control of performance (Chenhall & Langfield-

Smith, 2003), budgeting (Abernethy & Brownell, 1999), performance measurement (Henri, 

2006) and product development (Bisbe & Otley, 2004) but the focus shifted from simple 

results check towards the building of complex systems of relations between managers and a 
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more efficient use of information (Simons, 1990; Knights and Willmott, 1993; Chenhall and 

Langfield-Smith, 2007). 

 

Thus, since we mentioned two types of MCS and stated that interactive MCS became a new 

tool of development of management relations it is necessary to state the issues which standard 

diagnostic methods had in the past.  

2.1.1. Diagnostic management control systems (standard control) 

According to Simons (1995), diagnostic control systems constrain innovation and opportunity 

seeking which makes them predictable in achieving goals. Moreover, innovation can lead to 

uncertainties because there is less information to perform a task than it is needed (Simons, 

1995) and in this case the diagnostic control has low capacity to support the development of 

R&D. As a result, it is even possible that uncertainties invalidate or threaten the strategy of 

the organization (Simons, 1995).  

 

Moreover, according to De Harlez and Malagueño (2016), diagnostic control systems are 

used in organizations to achieve the intended strategy of these organizations, identify if the 

performance targets are being met or if there are deviations as well as implementing 

corrective actions for these deviations. All these promotes stagnation and orientation on the 

past plans and results due to a mechanistic control of projected goals (Henri, 2006), De 

Harlez and Malagueño (2016) underline the prior role of formal routines and procedures in 

this process. They claim that developed variables that have been set by managers to see if the 

organization’s strategy is being followed are not flexible in this case and have no connections 

with changing reality.  

 

Diagnostic control systems, according to Simons (1995), are used in top-bottom 

organizations and this type of control systems promote standardization and efficiency while 

trying to reduce any deviations from what managers have planned (Arjaliès & Mundy, 2013). 

However, this situation blocks new ideas that do not match the planning system.  

 

De Harlez and Malagueño (2016) argue as well that diagnostic control systems are enhanced 

with formal routines and procedures in the form of rules (Arjaliès & Mundy, 2013) to 
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determine how employees are performing (Kruis et al., 2016) which gives less freedom to 

employee’s actions. 

 

Most of these systems (diagnostic control systems) presented above became the base for 

building MCS in different functional organizations and were adopted for companies oriented 

on the project's performance (Thiry, 2008) However, because they are highly standardised 

and inflexible these methods will block adaptation in highly changeable environments with 

high level of uncertainty. Moreover, they do not support the feedback routines which fixes 

the top-bottom approach of decision making and strategy building inside the organization and 

can be considered negative when a high interconnection of the tasks is present (Thomas, 

2000).  

2.1.2 Interactive management control systems 

Interactive control systems, according to Simons (1995), are used by managers to get 

involved in the decision-making process of their subordinates and force communication in the 

organization. Also, their prior task is to make the organization’s performance more flexible 

and adaptive for changes of environment (Simons, 1995). 

Control systems are interactive as long as the managers are in constant communication with 

their subordinates. Moreover, interactive control systems generate information that is used in 

all levels in the organization which makes them an inevitable part of the of planning, 

coordination and strategy building (Simons, 1995). 

 

The advantages of using interactive control systems is that they enhance the bottom-up 

strategy in which subordinates have freedom to deal with unexpected problems. Also, 

managers use the interaction not only for controlling subordinates but also for seeking new 

strategies that were not noticed before (Simons, 1995). 

 

According to Simons (1995), to be interactive a control system requires the following 

features: 

• It must require modifying future plans based on current information and feedback of 

the managers. 

• The information must be simple to understand.  

• It must be used across all levels of the organization. 
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• It must challenge the current plan. 

• It has to collect and generate information related to the uncertainties of the 

organization. 

 

2.2. iMCS and innovations  

As it was stated before the organizational performance changed greatly when it comes to 

innovation and now we are going to discuss the pattern between the use of iMCS and 

innovation.  

 

The authors argue that interactive MCS can help mitigate the negative influence of the strict 

control methods which are typical for diagnostic MCS. As a result, it supports the creativity 

in working teams that suffer so greatly from the strict controlling actions. That is why many 

researchers started to analyze how to adapt current MCS to function in an interactive way to 

look for new opportunities (Kimura and Mourdoukoutas, 2000; Armesh et al., 2010). 

 

One of the findings was the statement that iMCS improve the organizational learning through 

the dialogue between top management and lower levels of managers. Thus, new ideas and 

business concepts move up in the organization’s hierarchy and can be used for improving the 

strategy of the entire organization and correct the performance of small working teams (Nag 

et al., 2007; Henri, 2006; Lopez-Valeiras et al., 2016). Moreover, in industries working with 

innovation and technologies it is even more important due to the globalization issue and the 

fact that working teams should combine efficient communication with creativeness and have 

a strong goal orientation for the company. (Armesh et al., 2010). Besides, close collaboration 

of specialists of different areas can help in the creation of a common knowledge pool where 

all their findings and research contributions will be stored to support organizational learning 

(Stiglitz, 2014) At the same time there will be no problems in trying to generalize the unique 

knowledge since managers just have a common understanding of each other’s operation 

without exchanging their unique skills and information (Smith, 2001).  

 

However, even if the main features of iMCS were defined to be communication, feedback 

and exchange of opinions between the members, the authors lacked the formal definition of 

iMCS which leaves freedom for interpreting the definition which can cause difficulties in 
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planning the controlling actions and expected outcomes in terms of what should be 

considered interactivity in management and if it brings operational improvements (Ferreira & 

Otley, 2009)  

 

Despite the fact mentioned above, current researches of iMCS are focused on their 

implementation in different industries working with modern organizational structures because 

of the flexible nature of such systems giving a good base for interactions between the 

managers and supplies the working teams with extra information (Ferreira and Otley, 2009).  

 

In terms of organizations focused on projects it is sufficient support because these 

organizational forms work with solving a wide range of problems, for instance, develop new 

products, services or technology (Blindenbach-Driessen and Van Den Ende, 2006) and need a 

system which, on the one hand, will control the performance and, on the other hand, will not 

block managers’ creativity with formal management methods.  

 

2.3. Previous empirical studies 

We have investigated the theoretical findings of other authors (Bedford, 2015; Bisbe and 

Malagueño, 2009; Chiesa et al. 2009; Lopez-Valeiras et al., 2016; Westling, 2002) talking 

about the benefits of having interactive management systems. However, when it comes to 

practical examples of studying iMCS we see that previous researches were more focused on 

stating which types of companies (exploitative or explorative) can use diagnostic or 

interactive MCS. The discussion of the most relevant works in the iMCS field were presented 

by Fried (2017) who gives the direction for us to cover the research gap defined in the 

previous chapter and find new ways of using iMCS to approach organizational issues. The 

overview of the mentioned works is presented further. 

 

Bedford (2015) conducted a study to determine how MCS are used by the top management in 

conjunction with exploration and exploitation. Bedford (2015) hypothesized that diagnostic 

control systems are used in those organizations that are more focused on exploitation while 

interactive control systems are used in organizations that put more resources into exploration.  
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Moreover, he hypothesized that companies that are mainly exploitative use control systems 

diagnostically which leads to a better performance. Bedford (2015) conducted a study in 

1,393 medium sized Australian companies. In his study, he concluded that diagnostic control 

systems are more used for exploitative firms, as predicted by the hypotheses, and that these 

control systems in exploitative firms increase performance. Bedford (2015) also proved the 

hypotheses regarding explorative firms and the use of interactive control systems. Bedford 

(2015) concluded that the use of diagnostic and interactive control systems depends on the 

type of innovation the organization is pursuing.  

 

Looking at the different types of control that can be used diagnostically and interactively 

there are two different streams of research. First, there are several studies based on time, cost, 

quality and planning (Chiesa et al., 2009, Davila, 2000). Second, there is another stream of 

research that focus on budgets, balanced scorecards and project management systems (Bisbe 

& Otley, 2004, Bisbe & Malagueño, 2009).  

 

Chiesa et al. (2009) conducted a study in which they investigated management control 

systems in radical innovation projects. The sample was created with two projects using 

incremental innovation and two projects working with radical innovation. The focus of the 

study was on project managers (Chiesa et al., 2009). The conclusions drawn by Chiesa et al. 

(2009) were that radical innovation projects show higher levels of uncertainty which is why 

they use control systems in an interactive way. This interactive use of control systems is more 

relevant in the early phases of the innovation process where project managers use cost and 

planning (Chiesa et al., 2009). In this first stage, managers use corporate culture as a control 

to “spread a common innovation culture all over the organization” (Chiesa et al., 2009, 

p.438). On later stages of the innovation process the management control systems used to 

more diagnostic controls (Chiesa et al., 2009). 

 

Focusing on the same types of control Davila (2000) conducted a study with four different 

cases related to product development in the medical devices industry to investigate the design 

of management control systems. In his results, Davila (2000) showed that management 

control systems in this area are more focused on time, project management techniques and 

cost. Davila (2000) results showed that detailed project planning is positively associated with 

a high performance and that managers use interactive control systems to reduce uncertainty in 

their projects.  
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Bisbe and Otley (2004) focused their study in the use of management control systems in an 

interactive way on the area of product innovation and performance. To conduct their study 

Bisbe and Otley (2004) gathered data of medium sized mature manufacturing firms. Bisbe 

and Otley (2004) considered budget systems, balanced scorecards and project management 

systems to determine how they were used interactively. They determined that balanced 

scorecards and project management systems are the only two types of control that are related 

to innovation in a positive way. Bisbe and Otley (2004) concluded that the interactive use of 

management control systems does not impact positively in high innovating firms but that it 

may increase the innovation in low-innovating firms.  

 

Based on the same types of control, Bisbe and Malagueño (2009) conducted a study to see 

which controls were used interactively by top managers. The sample was the same as the 

previous study, medium sized mature manufacturing firms. Bisbe and Malagueño (2009) 

concluded in their study that firms using intuitive innovation were more likely to use budgets 

and project management systems in an interactive way. Between these two types of control 

budgets were the ones used more in an interactive way. Those firms with low innovation are 

more likely to use budgets in an interactive way (Bisbe and Malagueño, 2009).  

 

Artto et al. (2011) conducted a study with four companies in the front end of innovation to 

determine the design of management control systems they were using. Artto et al. (2011) 

concluded that the data analyzed showed that organizations use diagnostic controls when they 

are pursuing organizational goals. Interactive management controls were less used and this 

led to a management that was distant and decision making was mainly done by the upper 

management (Artto et al., 2011). The focus on diagnostic control systems, according to Artto 

et al. (2011) reflected a maturity in the top management. Only one company used interactive 

control systems by focusing on soft communication, informal meetings and promoting 

innovation as a value of the company (Artto et al., 2011).  

 

All in all, we can conclude that these authors studied MCS to find out their role for 

exploration or exploitation activities of the companies. Besides, different types of control can 

be used both interactively or diagnostically within the same organization. In these terms, 

different dimensions can be implemented such as time, cost, quality and planning, or, budget, 

balance score card or project management perspectives. Also, radical or incremental 

innovation tend to have a specific design of management systems. However, taking into 
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consideration the fact that diagnostic methods were widely spread and empirically 

researched, interactive models still need practical investigation. 

2.3.1. Definition of the interactive control features 

Based on the theoretical findings presented above, we can conclude that researches tried to 

find the level of influence of formal and informal MCS on different types of innovations 

because new ideas can become competitive advantages and help sustaining a stable position 

at the market (Urbancova, 2013).  

 

After a careful evaluation of several studies (Bedford, 2015; Bisbe and Malagueño, 2009, 

Chiesa et al. 2009, Lopez-Valeiras et al., 2016, Westling, 2002) focused on iMCS it is 

possible to define some similarities in terms of what MCS can be considered to be interactive. 

 

One of the most common theories implemented in all studies was the five factors of using 

MCS interactively by Bisbe et al. (2007). The features which can characterise the iMCS can 

be summarised with the following statement “interactive use focuses attention and forces 

dialogue throughout the organization by reflecting signals sent by top managers” (Henri, 

2006, p. 533). 

 

The most important interactive feature according to Bisbe et al. (2007) is that MCS should be 

used intensively by top management to get information from lower level managers and keep a 

constant bilateral dialogue. It is closely connected with the next feature which is the need to 

use MCS by operating managers that will give a high level of involvement and support the 

desire to take part in the organizational development and bringing of new ideas (Bisbe et al., 

2007). The role of face-to-face challenges and debates was underlined not only by Bisbe et al. 

(2007) but also by Westling (2002) who claimed that it gives criticism and the opportunity to 

eliminate uncertainty in the performance by constant communication. Besides, Lopez-

Valeiras et al. (2016) used face-to-face discussions as one of the main features of interactivity 

inside the company and concluded that it helps exploring new opportunities and come up 

with ideas. As a continuation, the focus on strategic uncertainties makes any MCS to be a tool 

and a source of information for planning and analysis of future operations (Bisbe et al., 

2007). And the last is non-invasive, facilitating and inspiring involvement of all the company 
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which moderates the entire behavior of the organization and sets the orientation towards 

innovative ideas (Bisbe et al., 2007).  

 

Based on all written above, the authors used different ways to understand the level of 

interaction inside the firms. For example, Lopez-Valeiras et al. (2016) built his questionnaire 

for the managers to answer if the organization uses simple results control together with top-

down decision-making and limitations for new ideas or it implements continuous learning 

through the communication and connections between all the members regardless of the level 

of management. The authors underline that they tried to define how much attention inside the 

organization is actually paid to discussion and what it brings. Researches also evaluated how 

the information generated by MCS used inside the firm and how it can help to reduce the 

uncertainty or support innovativeness. The results showed the rise of motivation, 

coordination between the members and more stable performance were key in implementing 

MCS.  

 

Concluding the results, we noticed that most of the researches focused their attention on 

several interactive features of MCS and organized their studies around them to obtain their 

results. To answer our research question about the different ways of using interactive 

management control systems inside the company we will use the same characteristics in our 

research design that were described by Bisbe et al. (2007) in their work. We will investigate 

how top managers and operating managers use iMCS to reduce the strategic uncertainties, 

how face-to-face communication helps to get feedback and make the operation more 

transparent, and how iMCS can become a non-invasive stimulator for the innovative 

performance. The results will be presented further.  
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3. Methodology 

In this chapter, the methodology used for the case study will be presented along with the 

limitations of conducting such case study. The methodology chapter will first present why the 

case study approach has been selected by the authors. Then, the sampling will be discussed. 

Finally, this chapter will present how the data will be collected and how it will be analyzed. 
 

3.1. Research design 

3.1.1. Topic and research area  

The entire idea of our research was to study the role of MCS in innovative organizations to 

help them improve their performance. We were interested in getting a company which could 

benefit from our research and could be able to implement the results in practice. Then we 

discovered that literature had presented both diagnostic and interactive control methods and 

had explained what are the characteristics of both as well as the differences. While the 

diagnostic control methods have been extensively researched by many authors (Simons, 

1995; De Harlez & Malagueño, 2016; Arjaliès & Mundy, 2013; Kruis et al., 2016; Thomas, 

2000; Thiry, 2008) based on the Levers of control presented by Simons (1995), the concept 

of interactive control methods had less extensive explanation and limited practical examples. 

Even though, during past years, many authors (Simons, 1995; Kimura and Mourdoukoutas, 

2000; Armesh et al., 2010; Henri, 2006; Lopez-Valeiras et al., 2016; Ferreira & Otley, 2009) 

have used it, there is not much empirical data to determine if the theory matches the reality.  

3.1.2. Research process 

The logic of the research is presented in Figure 1. We first decided on the topic of our 

research and decided on management control systems in general. After that, the observation 

experiment began and we focused on obtaining as much information from the company as we 

could in terms of MCS. Then we did a literature review and narrowed down the topic which 

allowed us to prepare the interview questions for the company. Finally, we analyzed our 

findings and made a conclusion of all the information. These processes will be explained in 

more detail later in this chapter. 
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Figure 1. Logic of the research 

 

To define the topic and the area for the contribution we had to perform an extensive literature 

review to evaluate what progress had been made in terms of building connections between 

MCS, iMCS and innovation. During the team meetings, we shaped our topic and the theory 

according to the recommendations and critical perspectives given by the supervisor and the 

team members. 

 

We decided to use a qualitative method of research since our question needs careful 

understanding and evaluation and we are focusing in a specific phenomenon that needs a 

deep understanding (Gall et al., 2003). 

 

The research approach is a combination of inductive and abductive study. An inductive 

approach was implemented as we sustained the communication and contacts with the 

organization and its environment to have the opportunity to analyze the information presented 

by the active actors (Bryman and Bell, 2007). The abductive study helped us to use the 

observation for making hypothesis. We had an incomplete set of information and we made 
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the most likely conclusion out of it which can be true for one case company and likely to be 

applicable for other companies. (Bryman and Bell, 2007). 

 

We are going to use the case study to research a single unit and make generalizations which 

will be applicable for a wide range of companies of the same kind (Gerring, 2004). These 

generalizations are possible with a case approach when they are made based on other studies 

and not in speculation (Gerring, 2004). 

3.1.3. Case study 

The choice of a case study was made because it allows to understand the theory in practice by 

using a single company (Scapens, 1990). Scapens (1990) argues that this type of research is 

used to determine if the theory fits the practice but it is difficult to make generalizations out 

of it. The only generalization that is possible in these cases is within the scope of the analysis 

(Scapens, 1990). In the case study the data is collected over an extended period of time and 

different methods for collecting the data are used (Gall et al., 2003). 

 

The company for this case study is one that works with innovation and focuses on developing 

software. It fits our research since, based on our literature review, there are little empirical 

studies about small size software companies using the interactive approach in MCS for 

development of new ideas. We think it will provide us with information for the study and 

help sustaining the pattern for future recommendations. 

 

3.2. Sampling 

After we chose the topic and defined the area of interest we started to look for an 

organization that could be suitable for our research. We defined the list of the characteristics 

which were significant for us.  

Organizational characteristics:  

● Company working with innovation in software development. 

● Small or medium size organizations located in Sweden. 

● Running the organizational performance in projects. 

● Stating uncertainty as one of the difficulties for the innovation process. 

● Developing a complex product which requires high level of collaboration of workers. 
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TechnologyCom was chosen as it was focused on the software development area. There have 

been some studies (Chiesa et al., 2009; Davila, 2000) where the product development area 

has been the focus but in different industries. We chose this industry to be able to compare 

the findings with the studies that also researched on management control systems. The 

organization is located in Linköping which allowed us to visit them and conduct interviews in 

person. All the tasks they perform are in projects under the circumstances of high uncertainty 

and tight collaboration which made them a good object for our research.  

 

We got to know this company through one of the authors of this thesis who was doing an 

internship there. The contact inside the company was established with a manager in the 

commercial area. He provided us with insights on how they work because he is highly 

involved in the projects in terms of coordination and management. 

 

Thus, the context in which our research will be investigated is a software company working 

with innovation through projects. Such organizations can be considered to be the structure for 

bringing new ideas and technologies due to their results-oriented nature. That is why it is so 

important to understand how management can help in this process.  

 

Even though running an organization in projects can be considered to be a great way to solve 

different problems, the inside mechanism of the operation is highly complicated since they 

usually work in uncertain environments with interdependent tasks (Dahlgren and Söderlund, 

2002).  

 

Uncertainty arises when the company works with a high level of innovation and must develop 

completely new products or services. Uncertainty is generally defined as the lack of 

information for managing a given task (Galbraith, 1973). The task interdependency was 

defined as the need of the team members to rely on the performance of others to reach the 

goal (Kiggundu, 1983). These two factors are present in the research and development field, 

and specifically in the software development area, based on what we have gathered from 

TechnologyCom. 

3.2.1. TechnologyCom  
As the source of information, we contacted a manager in the commercial area - Hans Lind. 

Hans Lind is part of a working team and has the role of sales manager. However, he is 
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involved in coordinating the performance of the projects’ team, provides new ideas coming 

from the customers and guides the progress of the main projects. Another source of 

information was one of the authors of this thesis due to their involvement through an 

internship provided by the company. The duration of the internship was four months by the 

time the thesis began. The author was involved in one of the company’s projects and had the 

opportunity to observe the organizational performance and the way they use MCS.  

 

A small contribution was made by an engineer Bob Singer who was the representative of a 

technical department of the company. He provided us with an inside view of the performance 

of technicians in a project team and their way to use MCS in an interactive way. 

 

The list of interviews, observations and clarifying letters is presented in Table 1. 

 

Date Time Person/team-topic Action (interview, observation, 
letters) 

15.11.16 2 h 

Presentation of the student 
internship program and their 
involvement in the process of 
the development of new 
products. The whole 
organization. 

Observation 

22.11.16 1 h 
Planning the actions for the 
upcoming months -both 
commercial and tech team 

Observation 

29.11.16 1,5 h 

Product development 
meeting-commercial and 
engineer teams -both 
commercial and tech teams 

Observation 

06.12.16 2 h 
Brainstorming-customer’s 
satisfaction -both commercial 
and tech teams 

Observation 

12.12.16 1 h Brainstorming-testing. Bob 
Singer is a spokesperson Observation 

19.12.16 2 h 

Conflict of interests- 
engineering and commercial -
both commercial and tech 
teams 

Observation 
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19.12.16 - Hans Lind -diversity Letter 

16.01.17 2 h 

Strategy building-
recommendations from the 
operating managers -both 
commercial and tech teams 

Observation 

16.01.17 - Hans Lind -strategy and the 
role of each member Letter 

23.01.17 1,5 h Results-crosscheck -both 
commercial and tech teams Observation 

30.01.17 1 h 
Discussion of the first 
customers trial - both 
commercial and tech teams 

Observation 

13.02.17 30 min Feedback session -both 
commercial and tech teams Observation 

27.02.17 30 min Discussion of the results -both 
commercial and tech teams Observation 

27.02.17 - Hans Lind - deadlines, self 
responsibilities Letter 

1.03.17 1 h Rescheduling -both 
commercial and tech teams Observation 

01.03.17 - 
Bob Singer - team focus on 
the main goal and 
collaboration 

Letter 

08.03.17 3.5 h Hans Lind, team leader, 
commercial side Interview 

Table 1. List of interviews, observations and clarification letters.  

 

3.3. Data collection 

The data was collected in the form of observation of the company’s operation, face-to-face 

interview with a representative of the company, which is considered to be a primary source 

for collecting the information, and secondary data collection from different sources.  
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3.3.1. Observation 

The first contact with the company was done through observation. Observation is used to 

monitor different activities that can be behavioral or not (Cooper & Schindler, 2008). In this 

case, the observation was behavioral since it was based in the study of people and how they 

communicate and relate to others (Cooper & Schindler, 2008) and the focus was in the whole 

environment within the company (Gall et al., 2003). Moreover, Gall et al. (2003) argue that 

when doing qualitative research, the observation can include the feelings and interpretations 

of the observer.  

 

One of the authors did a four-month internship in the company where they got to know how 

the company worked from the inside. The data was collected in the form of notes that were 

taken during the observation and they were recorded in the Observation protocol (see 

Appendix 4). Also, some data was collected from memory after the observation had taken 

place. The focus of the observation was to find out if the features of control presented by 

Bisbe et al. (2007), which were explained in the theoretical background chapter, were present 

in actual companies and if they worked in practice. Moreover, from this observation we got 

to understand beforehand how the teams worked in the company and allowed us to have a 

view from the inside to prepare the questions for the interview. This inside view helped us in 

finding questions that would be more relevant and the aspects that we should not focus on 

since they were not as relevant. 

3.3.2. Interview 

Interviews are the primary research technique used in qualitative research (Cooper and 

Schindler, 2014). According to Cooper & Schindler (2014) qualitative research is used to 

understand the meaning of a phenomenon not the frequency of it. In our case this approach is 

more appropriate as we wanted to understand the way a software development company uses 

management control methods. 

  

A face-to-face interview was scheduled with one of the representatives of the company to get 

more information on the way they used management control systems. The questions were 

prepared beforehand based on the theory we found to be relevant for the topic. The open 

questions were designed for the easy understanding of the interviewee who had no theoretical 

background connected with the topic. The questions were designed to stimulate the 
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interviewee to explain how control processes work in the company and which methods are 

used to evaluate organizational performance. The type of interview we chose was a semi-

structured interview as it allowed for some flexibility in the interview while staying focused 

on the topics we were interested in discovering (Sreejesh, Mohapatra & Anusree, 2014). 

 

The interview process itself started with us sending a list of questions to the responsible 

person for approval and comprehension. After that, a meeting was scheduled to conduct the 

interview with a representative of the company who had managerial responsibilities in the 

commercial area. Hans Lind was deeply involved in all the projects and meetings providing 

the technical group with all the information concerning the customer's needs and new ideas 

for the market. However, despite his role he lacked a technical background. During the 

meeting, some clarification questions arose which made the interview a semi structured one. 

Thus, the interview was one of a general research guide which, according to Mcnamara 

(2009) is used when interviewers want to make sure that information is collected within the 

area of interest.  

 

We chose this kind of interview as it seemed the best way of obtaining all the information 

without the restrictions of a closed interview with prefixed questions (Mcnamara, 2009). 

Only one interview was conducted since we already had information from the observation 

experiment that was conducted before and clarified the challenging questions with the help of 

letters. We had the possibility of doing more interviews but we obtained all the information 

we needed from the mixed method of observation and interview Finally, the possibility of 

asking new questions via email for clarification was available to get better results. 

 

The interview was conducted on March 8, 2017 in the company’s headquarter in Linköping. 

The interview was transcribed by one of the authors while the other asked the questions in 

order to have a well-structured interview. 

3.3.3. Secondary data collection 

Secondary data comes from different sources such as company documents provided by the 

company.  
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In terms of the company’s documents, they were used to understand what the company offers 

to their customers as well as obtain general information about it, its network and team. All the 

data helped to make the interview questions more accurate.  

 

Information about the company’s latest project was also provided in the form of 

documentation. Their latest project is a sales program for students who want to get involved 

in the business world before they finish their studies. The program takes the form of an 

internship. This program was mentioned in the interview as an example of innovation project 

for future development of new software products. This program was used as an example for 

management control methods used interactively. 

 

3.4. Data analysis and interpretation 

3.4.1. Observation 
The observation was done through the four-month internship of one of the authors. Some 

notes were taken on the field and some data was recorded in a visual form (Cooper & 

Schindler, 2008). In this case, the data related to this research was collected during the 

internship and was extracted into general notes and put together in paper for analysis. Once 

we had the information we needed in written we looked for patterns and possible questions to 

ask in the interview that would be useful for confirming some aspects and going deeper in 

some other details on which we wanted more information.  

 

One of the main advantages of participative observation is reducing the potential for bias 

(Cooper & Schindler, 2008) and the researchers have the opportunity to take part in the 

working process to get more insight into the production process. Since everybody in the 

company knew that the observation experiment was being conducted there were no potential 

problems in having their privacy invaded (Cooper & Schindler, 2014). 

3.4.2. Interview 

After we finished the literature review, discussed the research question, set the goals and 

defined the method of performance, we started to create the interview questions. As it was 

stated before, the interview is one of the main methods of qualitative analysis which gives 

extensive information about the area of investigation (Cooper and Schindler, 2014).  
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During the literature review we found out a research by Bisbe et al. (2007) in which the main 

features of interactive MCS were explained. We structured our interview questions around 

these features and tried to get an answer to the questions How does the interactive use of 

MCS help the company to develop and innovate? Together with this we focused on How does 

this method help achieving a better performance inside the project team? The interview 

questions are presented in Appendix 1. This list was sent directly to the company, however, 

for internal use we structured the questions depending on the iMCS features presented by 

Bisbe et al (2007). The results are presented in Appendix 2. 

 

However, once we did the interview the answers needed some framing. The first step into 

making sense out of all the data we got was the transformation of all the transcripts into a 

coherent document. Once we finished this we started with the data analysis.  

 

The analysis started by grouping all the information together in terms of themes that could 

help us later to understand the phenomenon of interactivity (Gall et al., 2003). Since we were 

focusing on management control methods, we used a structural analysis to find patterns that 

would help us to identify the different features of control which the interviewee talked about 

(Gall et al., 2003). 

 
Once we had the data separated into groups we proceeded with the analysis of all the data to 

be able to compare it with the theoretical background we had formulated before and to be 

able to draw some conclusions out of it. 

 

3.5. Research quality 

The results of research should be credible and reliable (Cooper & Schindler, 2014) since they 

can become a base for future study or improvements in organizational performance. This goal 

can be achieved by using reliable research practices and methods (Bryman and Bell, 2011). 

Besides, the use of official information from the responsible person gives an opportunity to 

come to valid conclusions. 
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Moreover, precise description of all the process and explanation of the reasons behind all the 

actions make the research results more convincing and transferable (Bryman & Bell, 2011). 

Bryman & Bell (2011) argue that transferability can be complex in qualitative studies. This 

complexity happens because there is a deep understanding of a phenomenon rather than a 

general overview in a topic (Bryman & Bell, 2011). A unique context of research should 

point out the contribution to the scientific area and strong and independent results.  

 

Lastly, the author that did the observation experiment provided objectivity in the paper 

because qualitative research results are dependent on the person providing information and 

making the analysis (Bryman & Bell, 2011). Our main task is to make the research objective 

and clear from the personal judging of managers.  

 

3.6 Research ethics 
Working with a company that has a sustainable competitive position at the market due to 

specific techniques of operation we had to be careful with the information we obtained during 

the interviews. The company asked to keep confidential all the real names of the participants 

and change the name of the firm itself. Because of these requirements, we changed the name 

of the organization and will use TechnologyCom instead the real one in the entire paper.  

 

Following the general principles of ethics all the participants were aware of the topic and the 

purpose of our research. That helped us to get extra information and got more loyalty from 

the participants.  
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4. Empirical Findings and Analysis 
This chapter presents the empirical data that was collected during the time of research. The 

data in this chapter comes from the interview conducted, the observation experiment and the 

secondary data provided by the company. The findings are used to answer the research 

questions. These findings are presented in the following sections according to the different 

interactive features of Management Control Systems presented in Appendix 2 and 3 of this 

thesis. This chapter is a combination of empirical findings and analysis of such mentioned 

findings. 

 

4.1. Logic of the analysis 

 
Figure 2. Logic of the analysis 

 

In figure 2 the logic of the analysis is presented. First, we defined the main organizations 

issues in TechnologyCom, then we analyzed their management methods and the way they 

overcome these issues. Based on this we created a system of methods of their iMCS which 

can be implemented for similar companies which have the same concerns.  
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4.2. TechnologyCom 

We have already mentioned that due to security reasons the name of the case company and 

the interviewers were changed. Also, following the company’s non-hierarchical culture we 

will address the members by their first names during the presentation of the findings.  

 

TechnologyCom is a small Swedish company working at the market of software product 

development. During the past 20 years, they have built a strong multicultural team and got a 

significant market share with their product. The organization started as a line organization 

and evolved into a project based company. 

 

TechnologyCom was founded by several engineer students united by the idea to create a new 

method for remote control and data protection for the companies working with development 

of technologies or products or dealing with any kind of information that influence anyhow the 

market position. Because the organization did not have many members (from the very 

beginning there were only 3 people) the management was not a significant issue for them. 

However, during the active growth and rise of the quantity of members, it became one of the 

main barriers for successful development.  

 

The company experienced different management strategies, for instance, strong control of 

any action inside the project team, free schedule of work and interactive management.  

 

The software product of TechnologyCom is well known now all over the world and the 

company has a vast network of customers and partners working in production, science, 

medicine, education or design. All of them are considered to be the source of innovative ideas 

to develop and are part of the partnership collaborations.  

 

4.3. Observation results 

Following the logic of interactive use of MCS presented by Bisbe et al. (2007), we structured 

the results of observation (see Table 2) and after compared them with the results from 

interview. 
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iMCS feature  Points from observation 

MCS is used intensively by 

top management  

● The whole system is built to give top managers the 
opportunity to be involved into the process of development 
of new ideas.  

● Flat organizational structure makes top managers and 
shareholders be on the same level as the general workers. 

● Management system gets input from the operational level 
in terms of information and suggestions so top 
management is closely linked with any performance.  

 

MCS is used by operating 

managers  

 

 
● Operational managers use MCS to coordinate and plan all 

their activities.  
● Every member of the project team is generally aware what 

other colleagues are doing to sustain a synergy 
performance.  

Face-to-face challenge and 

debate highly involved in 

the process of operation 

 

● There is constant dialogue between team members within 
project and the responsible manager and top managers, 
leaders of other projects and stakeholders. 

● Informal communication together with a flat 
organizational structure eliminates the barriers for 
knowledge integration, knowledge transfer, feedback and 
generation of new ideas.  

● Everyday meeting in the morning and weekly product 
discussions help to present results and make sure that all 
the processes are performed on time and deadlines and 
met. 

MCS is focused on 

strategic uncertainties 

 

● One of the main focuses of the whole management system 
is oriented in reducing uncertainty since the company 
claims common uncertainty in operation to be a threat for 
the strategy building.  

 

MCS is non-invasive, 

facilitating and stimulates 

inspiration 

 

● Management inside the organization is “invisible”. There 
is no hierarchy, nobody uses titles to underline position 
significance and decision-making power. All actions are 
the result of team operation. 

● Each team member performs their duties with high level of 
self-responsibility, however they choose their roles and 
amount of tasks on their own . This approach balances the 
workload and gives flexibility to whole system.  

Table 2 - Observation and features of iMCS. 
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4.4. Main focus of MCS 

After the observation, we had an interview with TechnologyCom. Following the interview, 

we defined some problems which were important for the company in terms of operations and 

management which are presented in Table 3. They try to use iMCS to deal with them and to 

improve their performance. According to Hans their management system gives them the 

opportunity to talk and discuss their problems and any kind of concerns. The management 

system built inside the organization has changed many times according to Hans and went 

through a stage of formal control “when they were assigned to perform some actions and had 

low level of transparency with top down decision-making”. During that time managers and 

engineers did not have common discussions during the morning meetings nor there were 

feedback sessions involving various specialists. As a result, TechnologyCom had dissent 

solutions for the customers and the time for developing a new product was twice as long as it 

is now. After they implemented the interactive approach to management with high 

involvement of top managers into the operational process, constant dialogue and face-to-face 

contact between the members, “TechnologyCom became faster and more efficient in dealing 

with market uncertainties, operational issues, conflicts of interests and many other problems 

which were barriers for successful performance before” said Hans and Bob. Some of the 

areas still have space for improvement but “the general situation has improved greatly”. 

Table 3 presents the list of common issues for TechnologyCom which now are the main 

focus of iMCS implemented inside the company. It was developed based on the management 

and operational manager (engineer) perspectives. This table will be used for the analysis of 

the data collected from TechnologyCom. 
 

Management issues  The role for organizational operation 

Connection between top management and 
operation managers  

To build the complex system of 
management and collaboration based on the 
common goals and shared interests 

Conflict of interest  Balance between commercial profit, R&D 
opportunities and customer satisfaction  

Planning and coordination  
Strong connection with real situation and 
mitigation of extra pressure on the project 
teams  

Choice of roles  Balance in workload and responsibilities  
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Knowledge sharing and integration  Organizational learning  

Strategy building and sustaining of market 
share  

Future development based on the 
organizational capabilities  

Low speed in decision-making  Stagnation in performance and addressing of 
the issues  

Feeling of belonging (for the managers) Loyalty of the employees for the company  

Collaboration and interdependency of the 
tasks  

Team operation and positive environment 
inside the working teams for stable work 

Innovativeness and ideas-seaking  Constant development and improvement of 
company’s portfolio 

Operational uncertainty  
Elimination of barriers for generation of 
knowledge and coming up with the R&D 
solutions 

Results checking  Tracking the progress of the project  

Evaluation of the work  Control of the results 

Communication and feedback  
Awareness of the results of other team 
members and adjustments in work of the 
entire the team  

Self-control of performance  Desire of the managers to perform their best 
toward the goal  

Structuralisation of performance  Dividing of the tasks and assignments 

Comfortable work environment  Elimination of non-performance stresses  

Employers satisfaction  Loyalty to the organization 
Table 3. Management issues inside TechnologyCom. 
 
 

4.5. MCS used by top management 

The top management of the organization can be considered the key player in terms of strategy 

building, definition of goals, provider of the market share and partner’s dealer (Bartlett and 

Ghoshal, 1994). Also, it is the main coordination, planning and management structure that 

sets the rules and standards inside the firm (Nag et al., 2007). Besides, it is the unit that 

participates in designing the organizational performance, chooses the organizational goals 

and is responsible for the well-being of the employees (Bartlett and Ghoshal, 1994).  
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Bisbe et al. (2007) underlined that the level of interactivity of MCS depends on how the 

system is used by top managers. TechnologyCom’s example shows that top management is 

trying to use the system of iMCS to solve a wide range of organizational problems connected 

to the areas mentioned before. 

 

TechnologyCom is proud of its flat organizational structure and no hierarchy. Top 

management is highly involved in all the processes inside the entire organization and inside 

all the projects. This helps in using all the information efficiently regardless of the position of 

the person who provided it. All the management is built around the aim to unite the team to 

meet the goal. It can be easily seen in the way they perform. For instance, after a new idea is 

chosen during the discussion process, which involves all the members, people voluntarily 

decide to join the project based on their strong skills and experience. The top management 

team has more of an observing role at that point and let the members pick a role based on 

their choice. Here Hans claims to have “indirect control by free choice and self-

responsibilities based on the discussion and free will”.  

 

The management team has no need to set extra control processes to keep people working if 

they do not like or do not feel comfortable with the role they were assigned. Instead of this, 

they discuss who can/want to lead the project and motivate the entire team guiding them 

through the process. However, being the responsible person does not require standing up to 

the others and give orders alone. During the process of evaluation of the work, the formal 

leader can ask for help in terms of managing the project team, which means that the assigned 

roles can change under certain circumstances. So, the rotation of the roles helps top 

managers to adjust the workload if necessary. As we mentioned, that top managers are 

responsible for the well-being of the employees, the problem to balance the workload and 

collaboration are worth mentioning (see Appendix 3). Volunteer rotation of roles inside the 

working teams helps TechnologyCom to give managers the opportunity to decide the amount 

of responsibilities they are going to have in a particular project. “It does not mean that people 

are getting lazy, they just can be involved in several projects and cannot operate 100% 

everywhere” said Hans Lind. Besides, according to the managers of the organization, 

changing the roles builds a high level of collaboration between people when they can 

experience being both the leader and an ordinary worker. 
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For the top management, this situation is beneficial because they do not need extra actions to 

motivate and stimulate the workers to help each other, since they have been already 

influenced by the corporate culture (Chiesa et al, 2009).  

 

In terms of setting deadlines for finishing their actions, the top management of 

TechnologyCom concluded that there is no sense in setting them up from the top and make 

the project team fit in. The deadline itself is a negotiation between customers’ needs, project 

team opportunities and expectations of top managers. It is a three-sided agreement based on 

the current opportunities and future predictions. There is a policy that deadlines cannot be 

changed by the desire of top managers to get profit faster since the quality of the product can 

suffer. However, small adjustments can be performed in emergency situations when it is up to 

the top management to decide the speed of the project due to their deep involvement into the 

project mechanism. Also, it solves the problem of connections between top management and 

operational level of workers based on mutual respect (see Appendix 3) (Simons, 1995). 

Loyalty to the company motivates people to work harder and better and does not let them 

distance from the organization. It solves the problem of feeling of belonging (see Appendix 3) 

which can be also seen as an extra control method based on TechnologyCom experience. 

 

When it comes to efficient operation one of the main tools to keep people focused is to 

remind them about the position of the company at the market (see Appendix 3). It was 

underlined by Bob Singer during the observation time. He said that one of the main 

motivators in their work is probably to understand that they “are the leaders and one of the 

best software development companies in their area”. He also claimed that the monetary part 

is not so important when you are a part of team of specialists doing their job. This strong 

motivation helps them overcome issues and mobilise the team in terms of emergency, for 

instance, if the deadline is close but the final product is not ready. In this case, the team 

reschedules the tasks and works harder, which means overtime performance, optimization of 

the assignments and help each other. 

 

After we talked about the need of collaboration, it is important to mention its connection with 

the issue of conflict of interests inside the project team (see Appendix 3). Since teams contain 

specialists of different areas, they can have a specific understanding of the customers’ needs 

and their role inside the project. For the top management “such situation can lead to the 

disruption of the entire process of decision-making and delays of the product development” 



     
    
 
 

 40 

underlined Hans. That is why members of high level management constantly remind the 

project teams the main goals of the whole organization and keep them focused on achieving 

the best for the company. Hans stated, “we are professionals, that is why we try to avoid the 

personal benefits from the projects and keep focus on the organizational goals. Every 

morning somebody from management reminds us about the main goal - market position”. 

Also, awareness of the perspectives and strategic goals helps in planning and coordination of 

the organizational performance (see Appendix 3). Hans points out that the main operation 

plan is the result of the efforts of the whole team, that is why if they are fully informed they 

perform better. From a theoretical perspective, it can be proved by Armesh et al. (2010), who 

underlined the significant role of common understanding among the staff to make them more 

motivated to participate in management of the organization. 

 

It is also worth mentioning the high level of collaboration inside the project team. Top 

managers are part of any working team and it helps them to track the operation, observe the 

strategic opportunities and “be closer to their people”. The organization works like a 

mechanism and each person is a part of it. It is quite visible from a side, that every member 

has its own tasks but at the same time is connected to others. For the organizational 

management, it plays a role of informal interactive control method according to Hans and 

eliminates the problem of need extra control methods and people and indirectly reduces some 

costs (see Appendix 3). He says that “when the level of collaboration is high, there is no need 

to control the members since they are dependent from each other”. It is both a control and 

stimulating method. “We are doing the same job. You do not want to lose the trust of your 

colleagues”. If the simultaneous work is not possible and somebody is waiting for other 

members to be finished with the task, it puts some pressure to work more efficient and 

responsible for the result, underlined Bob. 

 

According to TechnologyCom the bottom-up management system of their organization is 

more beneficial for sustaining the feedback and fast decision-making (see Appendix 3) using 

the information presented by the operational managers who have hands on the actual situation 

(Simons, 1995). That is why it is important to have the “right people on the right places”, 

which means that if the managers choose their roles in a project according to their own 

motivation and free will, they will perform the tasks with greater enthusiasm and decisions 

will be made faster (Armesh et al, 2010). 
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All changes inside the company should be aimed towards some result which can be defined 

by top managers or with the help of operational staff. The monitoring and evaluation of the 

results was named to be one of the most complicated tasks for the management of 

TechnologyCom and the reason to use some tools to reduce its influence on their work. High 

level of collaboration and deep involvement of managers of different levels into the 

performance inside the project help them to evaluate the acting all the time and be aware of 

all the details which can have any impact on the results. Since the information inside the 

company is open and used by all the members for making of the decisions any negative 

results are reported directly to top managers which reduces the amount of monitoring to do 

by them.  

 

Another control tool that was noticed during the observation experiment is strong 

understanding of each member of the team of the final goal and strategic objectives. Top 

managers try to explain what the final goal will bring not only for the company but for each 

and every manager. It helps to get some input from the operation level and keeps them 

committed since they see their value for the company and for the development of the 

products.  

 

Concluding our findings, we can see that TechnologyCom uses freedom of operation and 

responsibilities as indirect control method. Rotation of the roles helps them to adjust working 

load and sustain collaboration with deep understanding of each other concerns. Moreover, the 

flat organizational structure with no hierarchical attributes eliminates the gap between top and 

operational management involving all of them into a production cycle and generating a strong 

feeling of belonging. Communication and collaboration prevent conflict of interests and 

enable fast decision-making. Managers stay focused on the results and keep driving the 

company towards new strategic goals.  

 

4.6. MCS used by operating managers 
The role of operating managers inside the organization is crucial for TechnologyCom since 

they are the driving force of the company and they implement all the new ideas and make 

possible to meet the strategic goals (Cieślińska, 2007). By generating information which is 

used by the whole company, including top management, they help in the development of the 
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strategy or making decisions. Besides, these people have hands on the organizational 

portfolio and influence on the improvement of its main parts. That is why operating managers 

that are involved into many processes connected with production, planning, scheduling and 

coordinating need to use MCS. Bisbe et al. (2007) underlined that MCS can be seen as 

interactive if they are actively used by operating managers to generate information for 

common use. TechnologyCom underlined that they make an interactive use of MCS by the 

operating management and it helps to solve a wide range of actual and possible issues which 

will be presented further. We will discuss concerns from the operating managers point of 

view.  

 

As it was mentioned before high level of self-responsibility stimulates opportunity seeking 

and generation of ideas, that is why ideas can come from any member of the team. Managers 

control themselves and try to improve their own operation in any possible way. Giving each 

other the opportunity to take the lead in terms of bringing new ideas and leading the project, 

operating managers control the amount of work they are involved in. Besides they are an 

indispensable part of the project and participate in the discussion of what ideas are worth 

attention, who will be responsible and for which part, what kind of information should be 

presented for the top managers and how to proceed with the entire work design. Every project 

is unique and can involve specialists from various areas of expertise, and sometimes their 

interests can be different in terms of which role they will play in the development of the 

product. The issue of conflict of interests (see Appendix 3) in this situation can be considered 

to be a “disruptive factor which will cause misunderstandings inside the team” said Hans. 

“Moreover, people can be too focused on achieving their goals and simply ignore the other's 

needs. As a result, the entire project can suffer”. As a preventive step, TechnologyCom gives 

the employees the opportunity to take the lead inside the team in terms of bringing new ideas 

and leading the project which was described before. The company sees this as a way to show 

what kind of concerns the operation manager and the leader of the team can face and shows 

how hard it is to balance the interests of the different team members. Hans stated that after 

such rotations the team members understand better the problems of each other. Such 

approach solves the issue connected with loyalty to the company (see Appendix 3) without 

extra pressure of formal control methods which was researched by Armesh et. al. (2010). 

Also, freedom of speech supports exchanging of opinions and negotiations between the 

colleagues and stimulates them to come up with the most favourable solution for the 

company regardless of any disagreements (Lopez-Valeiras et. al., 2016).  
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Speaking about the collective work issues, we have to mention what is called in 

TechnologyCom, feeling of belonging to the company and level of commitment on the 

operational level. We have already discussed this in terms of concerns of top managers to 

stimulate the level of commitment inside the working group. However, for operating 

managers it is also of great importance to have a team working like a mechanism oriented to 

make the best product. The issue connected with the assigning of the working roles (see 

Appendix 3) can become a barrier for the performance says Hans. TechnologyCom 

underlines that at the operational level it is valuable for the managers to choose their tasks 

and responsibility voluntarily or with the minimal top-down approach. It relates to the fact 

that the nature of their work requires, sometimes, putting extra efforts, hours or even 

weekends to finish the project. It means that the person should be highly committed and 

motivated. Hans explained “we do not want our managers to feel pressure of being assigned 

to the task or role they do not feel comfortable with, it is not productive and requires more 

control from the team leader to be sure that this person actually works”. The possibility to use 

freedom of speech gives people the opportunity to express their position, interest in a task or 

reporting problems. Also, they are free to ask for help or backup in case of an emergency. 

 

Freedom of speech and operation in favour of the company let them combine different 

methods to come up with new solutions. Based on the observation, we can say that it often 

happens that general managers or ordinary engineers feel free to come into the director’s 

office the share some emergency situation that cannot wait until the next general meeting. 

Freedom of speech, which is so popular and is a part of the corporate culture of the company, 

supports exchanging of feedback, ideas and methods of performance. Besides, it solves the 

problem of low speed of decision-making at the operating level, since open communication 

spreads the information inside the company and allows them to access all the details. This 

aspect was the focus of Knights and Willmott (1993) when they were talking about efficient 

use of information.  

 

The company is proud of its diverse team and underlines that it helps to perform better in 

terms of overcoming the uncertainty by staffing the project team with representatives of 

different nationalities, cultures, experiences and backgrounds. “It is like to have a small 

model of the world inside the company, when you can predict the customer reaction or 
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partner's behaviour” said Hans. According to the team members, they have never experienced 

the negative consequences caused by diversity because they are focused on the results and 

talk mainly about efficient performance regardless of the different attitudes and perspectives 

on how the work should be done. The company works with new technologies and tries to 

invent breakthrough approaches to everyday issues. The need to be innovative and sustain 

constant process of ideas-seeking are considered to be issues for the operating managers 

which affects their productivity (see Appendix 3). Hans underlined that various perspectives 

towards performance of the tasks and software solutions benefit the final result due to the 

high level of criticism applied and careful evaluation of all details. For example, commercial 

and technical teams work together and, even if the backgrounds are completely different, 

normally there is no conflicts because during all the meetings everybody has the right of 

speech and can explain their positions. It brings the critical perspective and wide range of 

opinions and at the same time there are no conflicts, which means that communication and 

feedback provide a pressure to exchange ideas and discuss a lot to understand each other. The 

method works well, according to both the management team and operating managers, and 

eliminates any communicational barriers which has a positive influence on the performance 

(Ferreira and Otley, 2009). Also, it makes structuralization of performance and planning 

easier as the final plan is a result of negotiations and discussions of the whole team. 

 

Cross-check of results and constant feedback is considered to be one of the most useful tools 

in team work. It provides everybody with the all information and eliminates lags in the 

exchange of information. Hans and Bob underlined that sometimes it is hard to define 

mistakes inside your own work, that is why cross-check provides them with a critical opinion 

from outside. From the observation, we can see that sometimes the examination of the work 

can be performed by specialists of other project teams but of the same area of competence 

(Westling, 2002). This kind of collaboration is also a part of group control. Also, cross-check 

of results and constant feedback give the opportunity to evaluate the progress of the 

performance and find the approach for overcoming the uncertainty issue. Hans stated, “we 

brainstorm a lot and there is no end for discussions if we need to solve the case”. That is why 

the problem of knowledge sharing and knowledge integration is significant for 

TechnologyCom (see Appendix 3). Many specialists of different backgrounds and experience 

have to create the so-called knowledge pool (Stiglitz, 2014) for common use. However, from 

another perspective, they need to avoid generalization of the unique knowledge they own 

(Smith, 2001).  
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According to Hans and Bob, one of the main roles of managers in TechnologyCom is 

planning of processes and preparation of information which will be used for making 

important decisions by top managers including, for example, the deadline for announcing the 

final product. This process is closely connected with setting deadlines. Based on the 

observation, most of the deadlines are indeed set in accordance with the predictions made by 

the company’s planning system based on information from the team members. Each worker 

is responsible for the evaluation of a particular part of the process inside the project and, 

since they are interconnected, to see the whole picture everybody should finish their parts. 

Hans named it the way to solve the problem of self-control of performance (see Appendix 3) 

Considering that some projects can include several tasks which cannot be performed 

simultaneously, the organization can have a problem of interdependency of the assignments 

(see Appendix 3). “This problem can be solved by rotating the roles from project to project to 

sustain beneficial connections between members and build the system where everybody can 

perform another task while waiting for their colleagues to finish” explained Hans. This 

phenomenon can be seen as flexibility and adaptiveness of the iMCS mentioned by Simons 

(1995).  

 

Total awareness of the final goal and role of each member were mentioned before as the 

tools of management for top leaders but it has a different meaning for operating managers. It 

helps specialists to track and control the entire performance and solve issues such as 

employee’s satisfaction which is claimed to be vital in TechnologyCom (see Appendix 3). It 

is an important tool as “the more eyes we have, the lower the risk to miss details” said Hans. 

Also, it keeps reminding managers of how their efforts and long working hours are important 

for the future development of the organization. “We are the team and we value each and 

every member” says Hans, “if we have to work overtime, we are tired, but satisfied with 

outstanding results. It keeps driving us”. 
 
To conclude, operating managers inside TechnologyCom use iMCS to different purposes. 

The iMCS implemented in the company helps lower level managers become more innovative 

due to close collaboration with each other to solve issues caused by uncertainty. The ability to 

share all the information, cross-check of the tasks and a high level of self-control of workers 

support a fast and more efficient decision-making. Moreover, high satisfaction of the work 
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and deep understanding of the needs of other members, eliminates conflict of interests inside 

the project teams. Diverse teams and constant rotation of assignments help to be innovative 

and come up with non-standard solutions. Interdependency from each other due to the 

complex structure of the projects keeps managers self-responsible and can be considered a 

non-invasive method of control of performance. All these give TechnologyCom the right to 

say that their iMCS has a positive influence on the organizational performance and results. 

 

4.7. Face to face challenge 
Bisbe et al. (2007) stated that face to face communication and collaboration brings the 

interactivity aspect into the management work. Such operation is used by TechnologyCom 

very frequently as a tool to discuss the projects in which teams are involved in. Also, it is a 

way to give feedback to each other as it was, for example, stated by Lopez-Valeiras et. al 

(2016). Face to face communication is one of the main methods used by the company to 

control employees and the progress in the different projects. Westling (2002) argues that it 

gives an organization the opportunity to eliminate uncertainty from projects as well as keep a 

constant communication between the different team members for generating ideas. Several 

questions from the interview were related to the process in the operations area. In this sense, 

we tried to understand how teams work from the beginning of an idea development until the 

product is ready to be launched into the market. This was an interesting field for us since 

TechnologyCom states that control systems are especially important in the process of 

manufacturing a product due to the fact that the majority of significant activities are 

performed there. 

  

The interview answers revealed that the first thing TechnologyCom does after an idea has 

been chosen for development is to set up the team that will develop this new idea. The teams 

are formed depending on the capabilities of the team members and their will. After that, the 

process of development starts and morning meetings are set up to discuss how the operation 

is going and to define any difficulties the employees may be experiencing. Any time some 

issues arise, the specialist with needed skills is invited to the meeting for brainstorming and 

discussing possible solutions. Moreover, TechnologyCom uses the morning meetings as 

feedback sessions (see Appendix 3). Lopez-Valeiras et al. (2016) point out that face to face 

communication helps to explore new opportunities and come up with new ideas which is one 
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the reasons TechnologyCom uses it. These meetings help in two aspects explained by Lopez-

Valeiras et al. (2016). On the one hand, team discussion supports rethinking how things can 

be done differently and in a better way. On the other hand, this communication is used as an 

opportunity to solve the issue connected with planning and coordination (see Appendix 3) of 

the work, since there is a constant dialogue between all the members of the company. These 

meetings were part of the observation experiment, and it became clear that they helped the 

team to present their ideas and make sure deadlines are met.  

 

Besides, there are a lot of informal face to face meetings for open discussion which take place 

between employees whenever they need the help of a colleague. This kind of meetings are 

not scheduled most of the time as they happen in the daily routine. According to 

TechnologyCom, they help in creating a comfortable work environment (see Appendix 3), 

due to their friendly nature. Everybody feels like they can reach their colleagues at any time. 

Informal meetings are also a great way of exchanging ideas with each other in an easy and 

fast way. Simons (1995) stated that the ability to give feedback and communicate was a 

positive aspect in the improvement of performance. It is proved by TechnologyCom since 

according to both top and operating management free communication with each other and 

feedback make employees work more efficient with better outcome.  

 

However, there are times when even though everything is supposed to go well it does not and 

the team realizes that they are behind schedule. In these cases, they have to work harder in 

the project to be able to finish. Thanks to the constant communication and meetings they can 

determine if they are not going to meet the final deadline soon in the project. The observation 

experiment showed that there is a constant dialogue between the team members and the 

responsible manager which helps TechnologyCom in creating a feeling of belonging (see 

Appendix 3) in the company because everyone is part of a team. Moreover, communication 

improves knowledge sharing inside the team (see Appendix 3) and the company, because 

information is available and specialists are not afraid to discuss their ideas. Moreover, all the 

performance inside the team is transparent for the members and each manager knows what 

the rest of group is doing. Such awareness helps to evaluate the work (see Appendix 3) that is 

in progress and notice that something needs to be changed. Being in contact is one of the 

main characteristics of management control systems used interactively (Simons, 1995). Even 

if the organization “has no contractual obligation to end customers” the work should be 
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finished as soon as it possible. Communication in the company, as observed by one of the 

authors, is very informal since this is a flat organization. 

  

Besides, TechnologyCom uses face to face communication for other purposes such as 

collaboration within the group. It is a vital part of the organizational management since all 

the work in the company is done in groups and team members perform their tasks 

simultaneously. Face to face dialogue solves issues with the interdependency of the tasks (see 

Appendix 3) inside the project teams which was mentioned before. However, some 

assignments should be done individually and self-control (see Appendix 3) is also an 

important tool in management system. Hans underlines that “if you mention that you will 

finish your part by a certain date or can help with the assignment, it is hard not to do so 

because the team relies on you and the pressure of responsibilities keeps you focused”. All 

the workers are parts of a team and if one does not perform properly, all the team suffers and 

the deadline may not be met. It is the way that operational managers use to stimulates the 

working group without extra control methods 

  

Face to face communication plays a vital role in solving the issue connected with uncertainty 

(see Appendix 3). Uncertainty, in terms of the final product, is not high in TechnologyCom 

because they always work towards some goal. However, the main concerns are connected 

with the process of achieving this final result, that is why managers test and validate the 

products before they are launched into the market which involves a lot of discussions. “This 

testing and quality assurance eliminate uncertainty in the work since we rethink and discuss 

the results many times” explained Hans.  

 

As it was stated by Bisbe et al. (2007), debates are a way of participation. For 

TechnologyCom these debates are even more important because they are used to exploit the 

diversity in the company. Employees have different backgrounds, nationalities, business 

mindsets and way of working. Diversity within the teams together with high frequent 

communication help to build a strong analytical and research base which results in a 

reduction of the uncertainty, increasing of innovativeness and ideas seeking (see Appendix 

3). Different perspectives enhance knowledge sharing (see Appendix 3) because everyone 

participates and gives their opinion on how things could be done better. 
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Another way TechnologyCom uses face to face communication is to explore opportunities by 

keeping a dialogue with customers to understand their needs and expectations which helps 

them to perform better as a company and be leaders in their market (Lopez-Valeiras et al., 

2016). Moreover, communication with customers helps TechnologyCom to check that the 

product gives the expected results (see Appendix 3). It means that they make customers share 

knowledge with them in terms of what is working and what should be improved. Such kind 

of dialogue is also used as a tool by TechnologyCom for opportunity seeking (see Appendix 

3). They get a lot of ideas from customers and some of them turn out to be future projects in 

the company. 

  

Overall, face to face communication is widely used in TechnologyCom for many purposes. It 

helps in coming up with new ideas, knowledge sharing, collaboration, results checking and 

solving the challenges connected with interdependency of tasks. Also, diversity in the 

company is seen as a tool rather than a barrier to create and develop new products which 

decreases uncertainty in projects and together with communication provides better planning, 

scheduling and coordination. Besides, since the company is trying to make every voice heard, 

discussions benefit a comfortable work environment and a stable operation. And finally, 

discussions are implemented not only for the operation inside the company but also for 

sustaining the feedback from customers to use them as a source of new ideas and control of 

results. 

 

4.8. Strategic uncertainties 
Bisbe et al. (2007) stated that, if MCS are used to address issues caused by strategic 

uncertainties, it can be considered to be interactive. TechnologyCom has to face strategic 

uncertainties constantly and it is one of the most important concerns in the company due to a 

fast changing environment, high level of competitions and customers’ expectations. Bisbe et 

al. (2007) argue that iMCS can be used in this field as a source of information for planning 

and analysis of future operations. 

  

As it was stated before, TechnologyCom is proud of the diversity in the company and how it 

helps them to deal with uncertainties. In the interview TechnologyCom stressed that different 

nationalities and backgrounds are beneficial for the development of new products. Diverse 
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teams are considered to be a tool to solve the strategic uncertainties (see Appendix 3). As 

Hans stated, for them such kind of uncertainty is connected with entering a new market with 

a modified product, changes in the production portfolio as a reaction to the competitors’ 

operation or any other improvements. In such situations, this international team provides a 

brainstorming for defining new ideas and solutions and, since the company has a small 

amount of members and a flat structure, strategically important decisions can be made fast 

and efficient. Moreover, different backgrounds help them to solve problems because they 

have experts of various areas “right here, right now”. For TechnologyCom diversity is an 

advantage rather than a problem because they think it is always positive to have different 

types of people in the company. It has never been a problem since organizational culture 

supports respect toward each other and “healthy discussions”. There is always an alternative 

way and they like to explore all possible options of operation to follow the best one. Knowing 

the different alternatives helps them reduce strategic uncertainties because they have already 

explored many options even before the project starts. 

  

Besides, the company likes to have people from many nationalities because it can be useful in 

the business. TechnologyCom works with clients all over the world and having someone in 

the team who is from one of those countries regardless of their position can help in the 

relations with customers or to solve potential problems that may arise in the country. Also, 

they use the different nationalities to their advantage to open businesses in those countries 

since they have an insight from a national of the country that gives them competitive 

advantage. Speaking the language of the country and knowing their customs is a great asset 

for TechnologyCom. 

  

In order to be able to take advantage of this diversity in developing products they have 

morning meetings with the whole team which were described before. In these meetings, they 

can discuss operational strategy and future plans. Since all the meetings are open for 

everyone in the office, the working team can have a lot of communication and feedback (see 

Appendix 3). This goes along with the statement made by Bisbe et al. (2007) that, in the 

context of strategic uncertainties, iMCS can be used as a source of information. Hans stated 

that most of their strategic decisions were made during morning meetings after long 

discussions and negotiations which proves the previous statement. 
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The complex structure built of different tasks (see Appendix 3) is a tool used to divide the 

project into sub assignments. The teams need to be able to collaborate under the task 

interdependency pressure which means that everyone has to perform their tasks on time so 

the rest of the team does not need to wait for them to start the work. By dividing the tasks 

(see Appendix 3) and communicating they can work on different things at the same time. 

Hans stated that TechnologyCom overcomes strategic uncertainties by careful delegation of 

roles in accordance with the skills, sticking to them and discussing any changes they have to 

make in case of emergency.  

  

We have already discussed the role of collaboration for operating managers, however, it is 

worth mentioning its role for the entire the organization. Collaboration is used to reduce 

uncertainty in the process of developing new products. We consider that TechnologyCom is 

resolving this issue in an innovative way since there are no theoretical examples on how to 

use this method. It is not easy to solve uncertainties when tasks are interdependent and 

everyone needs to be an active part of the team. The problem connected with collaboration is 

solved by free choice of the roles (see Appendix 3). People define their abilities and are 

aware of strength of others, which gives them an opportunity to be aware of who to ask for 

help and be satisfied with their own position. This effect was studied by Davila (2000) who 

argued that a detailed project planning is positively associated with a higher performance.  

  

To overcome strategic uncertainties TechnologyCom is trying to sustain knowledge sharing 

(see Appendix 3) within the company. They want their employees to share information with 

each other for coming up with the best solution they can but that can be challenging. To solve 

this issue TechnologyCom makes sure that everyone has a total awareness of the work 

perspectives (see Appendix 3) and information and everybody is responsible for investing 

their efforts into the product. Since morning meetings take place every day, and commercial 

and engineering teams work together during this time, the process of knowledge sharing 

through discussions help them to learn from each other and make managers share what they 

know. Hans stated that they like everyone to be present and participate in these meetings 

because even if people are not part of a team they may have knowledge that is needed. It 

improves the final product and saves time. This is proven by Westling (2002), who argues 

that communication helps in reducing uncertainties and support organizational learning 

through knowledge sharing. Moreover, they use these meetings to make sure that everyone is 
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goal oriented (see Appendix 3). As everybody knows what different teams are developing in 

their projects they are focused on the final goal which reduces the uncertainty. 

  

The observation showed that reducing uncertainties is very important for TechnologyCom. It 

is one of the main focus of management control systems because for them uncertainty, both 

in operation and planning, can be a threat to build strategy. Diverse teams are working 

together to sustain the process of knowledge sharing through exchanging of different 

opinions and ideas. This generated a lot of alternatives for performance and gives a chance to 

choose the best options. High level of communication both during morning meetings and 

other operating time make strategic decision-making easier since different specialists work 

towards a common goal.  

 

4.9. Non-invasive, motivating and stimulating MCS  
Non-invasive, motivating and stimulating MCS, as stated by Bisbe et al. (2007), interactively 

moderates the behavior of the organization and sets the orientation towards innovative ideas. 

TechnologyCom uses iMCS because they believe that it stimulates ideas-seeking instead of 

just controlling them. 

  

TechnologyCom uses iMCS in non-invasive way to make employees comfortable in their 

work (see Appendix 3) without disrupting it. The company believes that the control methods 

they have facilitate innovations and even stimulate their development. TechnologyCom tries 

to make employees comfortable by giving them a lot of freedom in terms of deadlines as well 

as by allowing them to choose the roles they feel most comfortable with. That is why, as 

stated in the interview, most of the ideas come from the employees themselves who are 

“inspired by level of trust from the company and customer needs”. In many cases, 

TechnologyCom lets employees pitch their own ideas to the company in the morning 

meetings and allow them to develop them. This stimulates innovation and creativity (see 

Appendix 3) in the teams according to Hans. Several authors (Kimura and Mourdoukoutas, 

2000; Armesh et al., 2010) argue that iMCS should work in a way to make the company look 

for new opportunities. This is what TechnologyCom tries to do by taking care of employees. 
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Making sure that everyone is satisfied with the role they are given is another tool 

TechnologyCom uses to motivate employees (see Appendix 3). For them, making sure that 

people are in the role they want is important because that will lead to a better performance 

and higher job commitment (see Appendix 3). During the observation, the observer had the 

opportunity to see how roles are assigned. They are decided on the same meeting where an 

idea is chosen to be developed. Most of the times people choose what role they want (see 

Appendix 3) but sometimes roles are offered based on the experience and background of the 

person. This is an open discussion and employees can speak up if they do not feel 

comfortable in the role or think they would fit best in another role. Free will in role 

assignments favours the level of contribution managers can make. According to Hans, it 

creates a good environment (see Appendix 3) but also makes people want to work in the 

company instead of looking for opportunities somewhere else. This tool of control is in line 

with what Bisbe et al. (2007) argued to be a non-invasive and motivational feature as people 

are doing what they have to without noticing it. The role of the team leader is almost always 

given to the person who came up with the idea because they are the ones who know best what 

the final result should be. In some other cases this role is given to someone with more 

experience in that field. 

  

We already talked about the stimulative role of diversity in the company, but now we would 

like to underline that it is a non-invasive way to motivate people to come up with something 

new because of the favourable environment they work. Hans explained that they have to 

work with people in teams because they are colleagues, and it can be challenging but it is 

inevitable. It is up to them to see it as a great opportunity or a problem. Many times, this 

diversity brought new information to the company or different ways of doing things which 

led to better products (see Appendix 3). 

  

Evaluation of each other's work (see Appendix 3) is a non-invasive way to track the progress. 

TechnologyCom likes to control employees but in indirect and non-intrusive way. Hans states 

that by evaluating the work of another person you feel responsible for giving proper feedback 

which can both help to improve the results and stimulates the person to go further. It can be a 

problem but since everybody in the company is focused on the results any feedback is taken 

professionally. 
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In the company, there is a system of deadlines to prepare results for the feedback. Sometimes 

they are hard to follow but it allows employees to distribute their time within that deadline as 

they like. They are normally set up by the team and controlled by top management. This is 

another non-invasive (see Appendix 3) tool that is used in a participative way because, for 

them, having a good work environment is very important for keeping a high level of 

commitment. Hans said the “deadlines are set by a team and based on the best knowledge of 

the members about the estimated time of operation”. Employees are free to work as much as 

they want everyday as long as they meet the deadline and the product is finished on time. 

Several authors (Chiesa et al., 2009, Davila, 2000) studied time as a management control 

method that can be used interactively and they concluded that is used very frequently in 

companies developing software products. TechnologyCom uses time as a control method 

which let them work in a comfortable work pace. Hans stated that their “planning is quite 

flexible but within a range”. It means that employees know that the deadline may be changed 

but they have to meet the original deadline unless something unexpected comes up and they 

have to work on it. 

 

Working in a team means that sometimes someone in the team needs to wait until the other 

person is finished with their work to start theirs. TechnologyCom stimulates the feeling of 

self-control to work with personal deadlines and feeling of interdependency. Knowing that 

someone is waiting for your results makes employees work hard without needing any other 

type of control or extra stimulation. The interdependence of all the team members makes 

them conscious on what they are doing (see Appendix 3). TechnologyCom uses self-set 

deadlines from the employers as a tool to make sure that people perform efficiently. 

Moreover, self-control is also used to be ready to ask for help whenever they need without 

negative feelings. 

  

In terms of result checking (see Appendix 3) TechnologyCom uses the trial and error method 

as a tool of non-invasive control. It is used to make sure that things are working how they are 

supposed to do. There is no limit on how many times they can try the product to make it 

perfect. People are free to change their work as many times as they need until they get what 

they want. The trial and error method facilitates and stimulates innovation, according to 

Hans, because they get to see everything that is wrong with a product and how they can 

improve that it before the main launch. The trial and error method also solves the problem of 

low-speed decision making on the field (see Appendix 3) if something happens during the 
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time of exploitation of the product. It can accelerate the reaction of operating managers 

because they are able to see from the very beginning what works and what does not. The trial 

and error technique as a tool was not present in the theory studies which makes us believe 

this is an innovative way to use it for interactive control and motivation presented by 

TechnologyCom. They come up with ideas for future improvements when they are testing 

product capacity.  

  

Overall, TechnologyCom uses non-invasive control not only to check the results but also to 

motivate managers and make them perform better through the high level of commitment. 

They want employees to feel comfortable in their work and to perform better by free will 

while considering other’s needs. They use commitment in best results to make everybody 

perform their best, so nobody experiences extra work without need. Such attitude makes the 

environment more comfortable. A specific system of deadlines both personal and common 

makes evaluation of the work and results go faster, and since managers are committed to the 

goal they give feedback with the maximum output for future changes. Finally, for non-

invasive results checking through trial and error method stimulates innovation by getting new 

ideas to perform during the next steps. 
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5. Discussion 

In this chapter, we will discuss the analysis from the previous chapter. Also, we will make 

generalizations from the analysis and answer to the research questions as well as make clear 

what the contribution of this thesis is. 

 
The purpose of this thesis was to understand how interactive management control systems 

can be used in organizations working with innovation. Also, we aimed to describe the actual 

methods of iMCS which were used in practice in our case study for purposes that differ from 

controlling and can be useful for other organizations with the same level of success. It was 

important for us since, according to the literature review, most authors tend to consider MCS 

in general (Anthony, 1965; Chenhall & Langfield-Smith, 2003; Abernethy & Brownell, 

1999) and iMCS in particular (Carenys, 2010; Simons, 1995) to be mainly a method of 

control. The main concern here is that such attitude needs to have a pre-set list of results that 

must be achieved and a top management that will guide the entire company in accordance 

with that list. However, companies dealing with innovative solutions normally operate under 

the circumstances of changing environment, high operational uncertainty and lack of time for 

the long adaptation process (Hobday, 2000). It means that they cannot allow themselves to be 

inefficient and slow in decision-making and performance since, at a time of high level of 

competition, such approach can result in an unfavourable outcome for the market position. 

Also, due to the nature of the operation, such organizations are involved in a constant process 

of seeking new ideas and solutions. In this case, they need to think outside the box which sets 

new challenges for the management system.  

 

The theoretical framework we used (Armesh et al., 2010, Anthony, 1965, De Harlez and 

Malagueño, 2016) considered controlling people to be the main role of MCS and iMCS 

accordingly. However, our research showed that iMCS can be used not only for controlling 

the staff and results checking (Simons, 1995) but also for a wide range of purposes that have 

a positive influence on the company’s results but, nevertheless, were not extensively 

researched by theory.  

 

The first role of iMCS that was discovered in this research is motivation. Instead of giving 

the orders and implementing the top-down approach to the operation, the management team 

can arrange the working environment which will motivate managers to take initiatives and 



     
    
 
 

 57 

responsibilities. It can be performed for the involvement of lower level managers into the 

process of discussion of the portfolio, strategy or improvements of the operational system. It 

will strengthen the feeling of belonging and push the employees to contribute to the 

company's development. 

 

The second role of iMCS discovered in this thesis can be defined as stimulating. High level 

of collaboration makes workers to be dependent from each other. Interdependency of the 

tasks together with the respect of each other’s time and efforts stimulate managers to perform 

their best under pressure as well as understanding that the rest of the team is in need of their 

results. Also, the rotation of the roles helps them see all the concerns from inside of the work 

and stimulates people to be more loyal both to the colleagues and the organization.  

 

Idea-seeking can be seen as the third role for iMCS in organizations working with innovation. 

Indeed, the level of success in such companies depends on if they produce something new or 

not. It means that all the efforts should be invested into creative thinking and design. For 

these purposes, iMCS stress the need of communication and exchanging of ideas between 

members. Face to face interaction makes the process of exploration of new opportunities 

faster, since freedom of speech makes managers more comfortable in discussion. The process 

of knowledge sharing becomes possible due to the high common goal orientation inside the 

working team which eliminates conflicts of interests - one of the reasons not to share 

information. Since all the company benefits from better results, everybody is trying to invest 

as much effort as it is possible. Feedback sessions incorporated into the development of a 

product can be seen as the source of ideas due to the diverse team and creative environment. 

Discussions arising during such sessions are full of critical thinking which can become a 

driving force for improving the product and coming up with solutions. The trial and error 

method of testing also helps to generate ideas for the future projects since, sometimes, it is 

not possible to implement some product feature right away after testing and it needs a whole 

new project.  

 

Using iMCS as a tool to overcome strategic and operating uncertainties improves stability of 

the company’s work and lowers the risk of mistakes based on a misleading judgement. Stable 

operation in terms of extending markets can be supported by diverse teams. Such teams have 

a small model of the typical customer’s behaviour represented by the various nationalities 

and cultures. The team approach towards solving problems brings a lot of critical thinking 
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and unique ideas based on the different backgrounds and work experience. In a complex and 

open-minded environment, such approach can give outstanding results. By environment we 

mean, for example, morning meetings for evaluation of the progress and exchanging of 

feedback.  

 

An increase of commitment can be seen as another role of iMCS. It relates to the fact that 

interactivity through communication and collaboration makes managers dependent on each 

other due to the complex nature of their operation. It means that they are interdependent with 

each other and a successful outcome is in correlation with the amount of effort all the team 

invested into it. By stimulating the feeling of belonging to the company and its results, top 

management generates the feeling of commitment inside the employees explaining them the 

position of the company at the market and the obligations to the customers. 

 

High level of competition at the market makes the organization become more flexible and 

more adaptive to fast changes. iMCS can help with this task by providing a strong connection 

between top and operating managers through open communication and double-side feedback. 

Lower level managers are those who have hands on the portfolio and see the possible 

opportunities for market expansion based on understanding of technical abilities. Also, 

sometimes thinking outside the box in terms of operations can give a chance to improve the 

current situation and lead to new strategic capabilities. Finally, free dialogue between the 

different levels of management speeds up the process of decision-making, which is vital for 

fast reaction on any changes. 

 

Speaking about nonstandard use of iMCS we should mention its control capacity. However, 

the research showed that such management system performs a non-invasive control (Bisbe et 

al, 2007). It means that there is no result checking pre-set structure and managers are 

involved into the control action of each other. Cross-check of the results within the team and 

the organization makes people operate at their best. Feedback sessions about the results aim 

not simply to point out the mistakes but also help to improve the results and help colleagues. 

Freedom of operation and total trust to perform in behalf of the organization open the 

opportunity for managers to do whatever they want and self-regulate their own work, 

however, at the same time it sets the boundaries. It is an indirect control of the actions which 

does not really need a person to check the results.  
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Also, high interdependency, which was mentioned before, pushes managers to achieve the 

best results they can, since, first, the rest of the team relies on them, and, second, the next 

person who has to work after you will hurry for you up to be able to start. So it is a self-

regulating system based on respect, trust, responsibilities and commitment.  

 

Considering all written above we can conclude that management teams should find a way to 

use iMCSs to support and motivate ideas-seeking process, reduce the operational and 

strategic uncertainties and make managers committed. There is no need to invest a significant 

amount of financial resources for control if the organization is focused on a common goal and 

desire to be the best. In this sense, our contribution to the theory is a new understanding of 

iMCS roles and its particular methods which were not considered in the theory before. The 

features discussed above are pointing out the role of collaboration and constant 

communication for enhancing motivation of employees through the feeling of belonging.  
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7. Conclusion 
The conclusion chapter will be a summary of the main ideas and the results that we 

developed during the analysis and discussion part. It will be structured in accordance with 

the research questions.  

 

This paper was discussing what kind of problems can be solved by using iMCS in 

organizations working with innovation. The empirical example was represented by the case 

of a software development company which runs its work using project teams. We tried to 

investigate how the company can benefit from the implementation of the concept of 

interactivity in management and what are the tools of such system. 

 

Being one of the main tasks of management system, measurement of the organization’s 

performance by checking the results supported the top down approach of decision-making in 

companies with a functional structure (Armesh et al., 2010). It was connected with the fact 

that control systems were oriented on the accounting and planning areas, such as cost 

reduction and budgeting (Anthony, 1965). Mass production and the effect of economies of 

scale helped companies to get extra profit. However, due to the economical changes and 

development of production, management systems faced the need to change the role from pure 

controlling into stimulating and inspiring for ideas-seeking to sustain the process of constant 

production of innovative products to survive a high level of competition from other 

companies. The concept of iMCS was firstly mentioned by Simons (1995) and was described 

as the way to organize the performance of employees by involving managers into the 

decision-making process of their subordinates through a system of communication and 

feedback. It fastened the flow of strategically important information from low to top 

management and made organizations more flexible and adaptive for the external 

environmental changes.  

 

After that, organizations changed formal control practices, for example, result check control, 

planning, scheduling and time management into interactive operation with a lot of discussion 

and maximal transparency of their operation. It means that strict decision-making of top 

management became an open interactive system involving them to become a part of all the 

processes and giving them the opportunity to adjust all the decisions in accordance with the 

real situation and the firm's abilities. 
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Interactive management control became a motivating tool for managers to be in a constant 

process for ideas searching. The communication makes this strategy work since employees 

sustain dialogue and exchanging ideas to challenge each other and use the collective thinking 

to come up with new solutions. Freedom to perform in favour of the organization leads to 

high level of responsibilities and self-control which drives the team toward the goal. Also, it 

can give a feeling of belonging which ties the managers with the performance and make them 

associate their efforts with the company's success. 

 

The tasks of high complexity require collaboration of different people which brings the 

interdependence of the tasks and feeling of being responsible for an efficient performance not 

to block the entire the performance. It is a stimulation role of iMCS in the process of 

production.  

 

The diversity among the managers that became a part of the organizational culture can be 

considered an innovative way to overcome the operational uncertainty. Before, using the 

diagnostic control methods this aspect was always a problem since the management system 

was oriented on the result control of performance which means that the goals should be pre-

set. iMCS work the opposite way, it promotes the collective thinking and team approach to 

any action. High level of commitment to the successful product guide the project without 

extra influence from the top management. 

 

And finally, iMCS due to their nature still have a control function, however, it has changed 

its prior position among the others. Non-invasive influence on results check can be seen as a 

cross-check action and feedback sessions, which also are used mainly like a source of 

information and ideas of what can be changed next time  

 

7.1. Limitations 

The main limitation of our study is what Cooper & Schindler (2008) call the “observer 

effect”. This effect is produced by the presence of the observer in the room which can make 

the people being observed change their behaviours. In our case this limitation appeared 
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because people knew we were conducting a study in there but for most of the time they did 

not pay much attention. 

 

Moreover, the time constraints are a limitation to this study (Cooper & Schindler, 2008) since 

we had a deadline to finish it and had to narrow the study accordingly. Another limitation 

was the length of the interview (Cooper & Schindler, 2008) as the interviewees had a limited 

amount of time for this. Finally, the cost limitation (Cooper & Schindler, 2008) was another 

constraint since we had to do our study with the resources we had which meant that we had to 

look for companies in a limited geographical area. 

 

In addition, the chosen company has 10 employees and can be considered to be small, makes 

it difficult for this study to be applied to larger organizations. However, this study could be 

applied to other small firms to see if the features of control are the same in these 

organizations since generalizations from one case study are difficult to make. 

 

Finally, the concept of iMCS has not been widely studied by other empirical researches 

which in turn has created a lack of opportunities to compare this study to others to see 

common patterns in them. Also, some of the discoveries we made were not mentioned in the 

theory which has made this comparison impossible to make. 

 

7.2. Further research 
Based on our research we think that there is several interesting research that could be made 

further. First, more empirical examples of small companies working with innovations are 

needed to discover more new tools of iMCSs as well as the new ways of their 

implementation. The theory covers partially the tools of iMCS and the empirical studies are 

too few to be able to generalize for companies. 

 

Moreover, further research could be done in other fields that involve less innovation to 

determine how innovation affects the types of MCS that the companies implement and how 

they use them. Also, research on large companies would be useful to see how they make use 

of MCS and how it affects their employees. 
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Appendix 

Appendix 1. Interview questions  
1. Background of the manager, 

2. Are you (the company) developing something new right now? 

3. Who comes up with new ideas?  

4. How do you choose which new ideas you want to develop? 

5. What is the first thing you do after you decide which idea you want to work with?  

6. How do you set up the team for developing this new idea?  

7. How do you choose the roles for the team members?  

8. How many roles do you have inside the team?  

9. Is there someone in charge of the whole project?  

10. How different are the people in the team?  

11. Have you faced any challenges related to this diversity? 

12. How do you structure the process of working within the team? Divide the tasks, take 

time to think? 

13. Do you have feedback session when you discuss your work and results? 

14.  How often do you have these sessions?  

15. Who takes part in these sessions? 

16. How do you set up deadlines?  

17. How far in time do you set up the deadlines in the project? 

18. Do you change deadlines inside the project? If you do, how does that change happen? 

19. How do you make sure deadlines within the project are met? 

20. What happens if team members do not meet the deadlines? 

21. How much collaboration is required for meeting the deadlines?  

22. Do all the team members work simultaneously or do they have to wait for someone 

else to finish?  

23. Are team members always aware of the final results/goals/ product features? 

24. If they don’t, how do they work? 

25. If the final result is not clear how do you make sure people are working on the right 

path? 

26. Do you use a trial and error method when you are working towards the final goal? 

27. In your last project, how was the process of developing the final result? 
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28. How do you know that you have reached your final goal? When do you decide it is 

enough and you can stop improving? 
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Appendix 2: Interview questions and features of iMCS 

iMCS feature  Interview questions  

MCS is used intensively by 

top management  

5. What is the first thing you do after you decide which idea 
you want to work with?  
6. How do you set up the team for developing this new 
idea? 
7. How do you choose the roles for the team members? 
9. Is there someone in charge of the whole project? 
16. How do you set up deadlines?  
17. How far in time do you set up the deadlines in the 
project? 
18. Do you change deadlines inside the project? If you do, 
how does that change happen? 
19. How do you make sure deadlines within the project are 
met? 
20. What happens if team members do not meet the 
deadlines? 
21. How much collaboration is required for meeting the 
deadlines?  
22. Do all the team members work simultaneously or do 
they have to wait for someone else to finish?  
23. Are team members alway aware of the final 
results/goals/ product features? 
24. If they don’t, how do they work? 
25.If the final result is not clear how do you make sure 
people are working on the right path? 
28. How do you know that you have reached your final 
goal? When do you decide it is enough and you can stop 
improving? 
 

MCS is used by operating 

managers  

 

3. Who comes up with new ideas?  
4. How do you choose which new ideas you want to 
develop? 
7. How do you choose the roles for the team members? 
8. How many roles do you have inside the team? 
9. Is there someone in charge of the whole project? 
11. Have you faced any challenges related to this diversity? 
12. How do you structure the process of working within the 
team?  
13. Do you have feedback session when you discuss your 
work and results? 
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14. How often do you have these sessions?  
15. Who takes part in these sessions? 
16. How do you set up deadlines? 
17. How far in time do you set up the deadlines in the 
project? 
18. Do you change deadlines inside the project? If you do, 
how does that change happen? 
19. How do you make sure deadlines within the project are 
met? 
20. What happens if team members do not meet the 
deadlines? 
21. How much collaboration is required for meeting the 
deadlines?  
22. Do all the team members work simultaneously or do 
they have to wait for someone else to finish?  
23. Are team members alway aware of the final 
results/goals/ product features? 
24. If they don’t, how do they work? 
25.If the final result is not clear how do you make sure 
people are working on the right path? 
26. Do you use a trial and error method when you are 
working towards the final goal? 
28. How do you know that you have reached your final 
goal? When do you decide it is enough and you can stop 
improving? 
 

Face-to-face challenge and 

debate highly involved in the 

process of operation 

 

5. What is the first thing you do after you decide which idea 
you want to work with?  
11. Have you faced any challenges related to this diversity? 
12. How do you structure the process of working within the 
team?  
13. Do you have feedback session when you discuss your 
work and results? 
14. How often do you have these sessions?  
15. Who takes part in these sessions? 
16. How do you set up deadlines?  
17. How far in time do you set up the deadlines in the 
project? 
18. Do you change deadlines inside the project? If you do, 
how does that change happen? 
19. How do you make sure deadlines within the project are 
met? 
20. What happens if team members do not meet the 
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deadlines? 
21. How much collaboration is required for meeting the 
deadlines?  
22. Do all the team members work simultaneously or do 
they have to wait for someone else to finish?  
23. Are team members alway aware of the final 
results/goals/ product features? 
24. If they don’t, how do they work? 
25.If the final result is not clear how do you make sure 
people are working on the right path? 
26. Do you use a trial and error method when you are 
working towards the final goal? 
28. How do you know that you have reached your final 
goal? When do you decide it is enough and you can stop 
improving? 
 

MCS is focused on strategic 

uncertainties 

 

6. How do you set up the team for developing this new 
idea? 
8. How many roles do you have inside the team? 
10. How different are the people in the team?  
11. Have you faced any challenges related to this diversity? 
12. How do you structure the process of working within the 
team? Divide the tasks, take time to think 
13. Do you have feedback session when you discuss your 
work and results? 
14. How often do you have these sessions?  
15. Who takes part in these sessions? 
23. Are team members alway aware of the final 
results/goals/ product features? 
24. If they don’t, how do they work? 
25.If the final result is not clear how do you make sure 
people are working on the right path? 
26. Do you use a trial and error method when you are 
working towards the final goal? 
28. How do you know that you have reached your final 
goal? When do you decide it is enough and you can stop 
improving? 
 

MCS is non-invasive, 

facilitates and stimulates 

innovation 

 

2. Are you (the company) developing something new right 
now? 
3. Who comes up with new ideas?  
6. How do you set up the team for developing this new 
idea? 
7. How do you choose the roles for the team members? 
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9. Is there someone in charge of the whole project? 
10. How different are the people in the team?  
11. Have you faced any challenges related to this diversity? 
12. How do you structure the process of working within the 
team? Divide the tasks, take time to think 
16. How do you set up deadlines?  
19. How do you make sure deadlines within the project are 
met? 
20. What happens if team members do not meet the 
deadlines? 
21. How much collaboration is required for meeting the 
deadlines?  
22. Do all the team members work simultaneously or do 
they have to wait for someone else to finish?  
26. Do you use a trial and error method when you are 
working towards the final goal? 
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Appendix 3: Tools and methods used by TechnologyCom 

iMCS feature  Tools and methods used by 
TechnologyCom 

Organizational and strategic 
issues solved by these tools and 
methods.  

MCS is used 

intensively by 

top management  

● free choice of the role and 

assignments for managers 

based on the discussion of 

their skills and free will. 

  

● rotation of the roles inside 

the project team. 

 

● deep involvement into the 

project mechanism 

 

● keeping people focused on 

company interests  

 

●  high collaboration  

 

 

● awareness of the final goal 

and strategic objectives 

Low speed in decision-making  
 
 
 
 
 
 
Balance of workload 
Collaboration and interdependency 
of the tasks  
 
 
Results checking 
Conflict of interest 
 
 
 
Planning and coordination 
 
 
 
Feeling of belonging (for the 
managers) 
Results checking 
 
 
Structuralization of performance 
Strategy building and sustaining of 
market share 
Conflict of interest  

MCS is used by 

operating 

managers  

 

● opportunity to take the lead 

in terms of bringing new 

ideas and leading the 

project 

 

● freedom of speech and 

operation in favour of the 

company 

Conflict of interest  
Feeling of belonging (for the 
managers) 
 
Collaboration and interdependency 
of the tasks 
 
 
 
Choice of roles  
Knowledge sharing and integration  
Low speed in decision-making 
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● diverse team  

 

● commercial and technical 

teams work together 

 

● cross-check of results and 

constant feedback 

 

● examination of the work 

can be performed by 

specialists of other project 

teams but of the same area 

of competence 

 

● each worker is responsible 

for evaluating a particular 

part of the process  

 

● total awareness of the final 

goal and the role of each 

member 

Conflict of interest  
 
Innovativeness and ideas-seeking  
Operational uncertainty  
 
Evaluation of the work  
Communication and feedback  
Structuralization of performance 
 
 
Results checking  
Self-control of performance  
Operational uncertainty 
 
Results checking  
Evaluation of the work  
Self-control of performance 
 
 
 
 
 
 
Results checking  
Evaluation of the work  
Self-control of performance 
 
 
 
Employers satisfaction  
Comfortable work environment  
Structuralization of performance  
Self-control of performance  
Feeling of belonging (for the 
managers) 

Face-to-face 

challenge and 

debate highly 

involved in the 

process of 

operation 

 

● morning meetings to define 

the difficulties  

 

● morning meetings to get 

feedback  

 

● face to face informal 

meetings for open 

discussion  

Evaluation of the work 
 
 
 
 
Planning and coordination 
Communication and feedback 
 
 
 
 
 
Communication and feedback 
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● dialogue between the team 

members and the 

responsible manager  

 

● collaboration within the 

group 

 

● self-control of team 

members  

 

● dialogue with customers 

 

● diversity within the teams 

 

Comfortable work environment 
 
 
 
 
Feeling of belonging 
Knowledge sharing  
Evaluation of the work 
 
 
 
 
Collaboration and interdependency 
of tasks  
 
 
Self-control of performance 
Results checking 
 
 
Knowledge sharing and integration 
Opportunity seeking 
 
 
Innovativeness and idea seeking 

MCS is focused 

on strategic 

uncertainties 

 

● diversity of the team  

 

● morning meetings with the 

whole team 

 

● complex structure of 

different tasks 

 

● dividing of the tasks 

 

● total awareness of the work 

perspectives  

Innovativeness and idea seeking 
 
 
Communication and feedback 
 
 
 
 
Collaboration and interdependency 
of tasks 
Choice of roles 
 
Structuralization of performance 
 
 
 
Knowledge sharing and integration 
Goal orientation 

MCS is non-

invasive, 

facilitates and 

● making employees 

comfortable in their work 

 

Comfortable work environment 
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stimulates 

innovation 

 

●  satisfaction of the workers 

with their roles 

 

● diversity within the 

company 

 

● setting up deadlines 

 

● self-control in meeting 

employers deadlines  

 

● trial and error method  

Choice of roles 
Comfortable work environment 
 
 
Knowledge sharing and integration 
Ideas seeking  
 
 
 
Evaluation of the work 
 
 
Self-control of performance 
Collaboration and interdependency 
of the tasks 
 
Results checking 
Low-speed in decision making 
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Appendix 4. Observation protocol  
 

Date  Meeting details  Observation details  

15.11.16 Presentation of the 
student internship 
program and their 
involvement in the 
process of the 
development of new 
product  

No hierarchical structure of the organization-equality  
● new ideas and students like resource of their 

generations  
● diversity as the driving source  
● high involvement of everybody in the planning 

process and feedback sessions  
● volunteer dividing of the roles and the 

responsibilities 
● leadership of each member of the team  
● high role of unity and collaboration  
● strategic goals of the operation - market position 

and future contracts with partners  
● the role of the current product -transition for 

future contracts  
● the perspectives of the students’ participation - 

diversity and ideas seeking  
● system of values - focus on the innovations in 

software development  

22.11.16 Planning of the 
actions for the 
upcoming months  

Morning meeting- 1 hour  
● current situation - preparation of the new 

product for the testing  
● results of the engineering team -ready to start  
● results of commercial team -10 new potential 

customers  
● feedback from the commercial teams - new 

features of the new product  
● feedback from the engineering team - 

specification for the desired customers in term 
of working capacity  

● discussion of the deadline- end of March  
● adjustments and speeding up the testing process  
● decision who will participate in testing from 

both commercial and engineering teams 
● setting of the responsible person for the testing  
● planning of the deadlines between the release  
● responsibilities of each member  
● need in extra research -assigning one of the 

students for help  
● delay one of the subprojects to be on time with 

current one.  
● recommendations ? 
● tasks for the next meeting  

29.11.16 Product development Morning meeting 1,5 hour  
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meeting-commercial 
team and the 
engineer one  

● results of testing -commercial and tech teams 
● problems and solutions from all the team 

members 
● replacement of one of the members due to him 

being sick  
● rescheduling due to the negative results of 

testing  
● extra people for the tech team for fixing of the 

errors 
● non-invasive way of management - top 

managers discuss the need of extra help and 
offer help  

● discussion of extra working hours  
● remindongs of the main goal and the bright 

future opportunities for all inside the teams and 
for the company in general  

● underlining the role of being self-responsible 
● discussion of need in constant communication to 

coordinate all the efforts  
● “diversity is our strength”- together we know 

more  
●  

06.12.16 Brainstorming-
customers 
satisfaction  

Day meeting- 2 hours  
● what are the strengths of the company 
● what we have to offer the customers -main goals 

and values  
● what we have to archive for the company  
● support by the students-new ideas and approach  
● how much time do we need to improve what we 

have  
● how much time do we have  
● what can be done considering time and 

alternatives of improvements  

12.12.16 Brainstorming-
testing  

Morning meeting-1 hour  
● deadline for testing  
● who is responsible 
● who will participate  
● what so we need to test  
● expected results  
● back up plan if testing doesn’t work  
● extra work  
● ned of micro face-to-face discussions 
● tasks for the next meeting  

 

19.12.16 Conflict of interests- 
engineering and 
commercial  

Meeting -2 hours  
● what are the disagreements 
● regulation of the working hours  
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● monetary and non-monetary compensation for 
the engineering team for the overwork  

● perspectives and the role of top managers in the 
process of evaluation of the work of each team 
and self-evaluation of the work of each team 
member  

● role of collaboration -prophylactic of conflicts  
 

16.01.17 Strategy building-
recommendations 
from the operating 
managers  

Meeting 2 hours  
● involvement of operating managers into 

discussions  
● discussions of the targets  
● what is important for the commercial and tech 

teams  
● what capacity we have  
● what we need to get to the goal  
● can we use the common resources to reduce the 

costs 
● can we work simultaneously on some projects to 

cut the costs  
● how can we optimize the working schedule 
● what questions do we have to discuss on the 

meetings  
● do we need a feedback session for discussion of 

the strategy and the role of all the members in it  

23.01.17 Results-crosscheck  Meeting 1,5 hour  
● what were the goals and what we have achieved  
● did we have the collaboration between all the 

members 
● commercial team tests the product- what should 

be changed  
● tech team inspects the customer's policy of 

commercial team and gives the 
recommendations how to promote the product in 
a more efficient way  

● feedback on the goals achievement 
● errors in the planning 
● what were the problems in the scheduling 

process/ how can we change it and improve  
● how the misplanning influence the final result of 

the performance  
●  

30.01.17 Discussion of the 
first customers triel  

Meeting 1 hour  
● what are the results of the first try made by the 

customers  
● what was the feedback for the future 

improvement 
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● which recommendations can we use and 
implement  

●  how much time do we need for this  
● how much time do we have and what we can do 

during it  
● do we need change the deadline to get the better 

result  
● do we need extra people to work more efficient 
● who can help voluntarily  
● how can we replace the absent members  

13.02.17 Feedback session  Meeting 30 mins  
● the extent to which we manage to fix the issues 

with product after the last customers try  
● what step are we at ? 
● the future perspectives  

27.02.17 Discussion of the 
results  

Meeting 30 mins “Houston we have problems” 
● what we have been doing  
● what are the results  
● what we have to do  
● do we need extra support  
● what are the perspectives to finish on time  
● can the commercial team start working on the 

final step of promotion  
● will we meet the deadline  

 

1.03.17 Resheduling  Meeting 1 hour  
● what is left to do  
● who can help  
● delay the other projects  
● delay the deadline for 1 week 
● communication with the customer  
● top managers are responsible for the 

coordination of the work  
● divide the errors check work between 2 teams  
● commercial team finish the promotion and 

prepare the documents for the release 
● meetings about the progress 2 times a day - 

morning and evening 
 
 
 


