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Abstract

Enabled by the devdopment of information technologies, telecommuting and telework
have been incorporated into organizations for around 30 years. However, there sill exists
resdance to this work arangement, paticularly from middle-levd managers. Forma
knowledge about how to manage telework is needed to keep the managers better
informed. | conducted a quditative exploratory sudy to investigate how managers
exercise controls in the telework environment and examined the role of the use of
informetion technologies in organizetiond controls in this work environment. Based on
interview data with people from two work groups that participate in telework program, |
found that the managers exercise a portfolio of controls that condst al four documented
control forms (outcome, behavior, can and sdf control), and controlling the employees
adoption and use of information technologies is a new form of behavior control in the

telework environment.



1 Introduction

The term “tdecommuting” was coined about 30 years ago to refer to the
phenomenon that employees can access information in the workplace through
technologies without physically being in the workplace (Nilles 1994). Telework refers to
work that is done through tdecommuting. Enabled by the development of information
technologies and driven by the knowledge economy and globa business competition,
more and more organizations dtart to incorporate telework into their organization design.
According to a WorldatWork group report in 2006, the number of Americans whose
employer dlows them to work from home at least one day per month increased from 7.6
million in 2004, to 9.9 million in 2005, and to 124 million in 2006. The United States
Bureau of Transportation Services in 2006 showed that 30 percent of the US labor force
work at home at least part of the week (Méello 2007).

Teework brings environmentd and societd  benefits  thanks  toreduced
commuting. In addition, telework brings benefits to both the employers and the
employees. For the employers, the benefits include increased employee productivity,
enhanced customer and client service, reduced operation codt, improved reslience to
unexpected circumstances, and increased recruitment options. For the employees,
Telework leads to a better qudity of life, more flexible work schedules, and reduced
trangportation costs and travel durations (Khaifa and Davidson 2000).

Despite the benefits of Telework lised above, there are ill chdlenges to
implement a successful tedework program. There is even resstance to tdework from
many companies (Khaifa and Davidson 2000; Baker, Avery and Crawford 2006). For

example, in 2006, HP pulled tdecommuting IT daff back to offices (Thibodeau 2006).



With the devdopment of information technologies, technologies no longer redrict
Tdework, and the mgor chadlenge lies on the management Sde (Baker, Avery et 4.
2006).

One of the ggnificant chdlenges to implement a successful telework program lies
in the management of telework. It is found that some managers are resstant to change
and hedtant to change managerid practices. Some managers gick to the old management
practices of managing by waking around (Mears 2007) and ill have the treditiond
managerid attitude that workers need to be seen to be considered working (Lupton and
Haynes 2000).

The hestance and suspicion of telework in practitioners is affected by the lack of
forma knowledge about managerid controls in telework (Jessup and Robey 2002). The
folowing questions remain unanswered. When the cost of physcaly monitoring mobile
and distributed workforce becomes high, how will management adapt their controls? Will
management smply rely on output control rather than evauate work behaviors and
presence? Will management evaluate work based on the digita trace of the work created
by informaion technologies? Will management engage in compulsve monitoring with
the hdp of anytimeanywhere access? Or will managers encourage and facilitae
employees to engege in sdf-control behaviors? Answers to these questions are of grest
practica vaue to management in organizations implementing telework programs.

Besdes practicd implications, answers to the above questions are of greet vadue
to advancing our underganding of theories of organizationd controls, which very likdy
need to be changed or adapted for the telework environment. Telework loosens the spatial

and tempora congtraints of work, separates managers and employees to some degree, and



redefines the notion of “work” and “workplace”. Traditional control theories may not
directly apply, and thus need to be re-evaluated, elaborated and updated.

Moreover, Orlikowski and Barley (2001) comment that literatures on
tdecommuting ether focus on organizationd and inditutiond issues of tdecommuting
but neglect technology advancement, or emphasze innovation enabling information
technologies but ignore organizationa issues. They cdl for more research on the issue of
telecommuting to incorporate both organization theory and the use of information
technologies. Prior gudies have shown that the adoption and use of information
technologies can have impact on organizationd controls (Orlikowski 1991). In teework,
usng information technologies is an essential part of work because the employees rdy on
these technologes to work and communicate. Therefore, it is worthwhile to explore the
relationship between information technology use and organizationd controls. Will the
employers control the employees use of technologies? Will usng technologies become
part of the control process? We intend to answer these questions in this research.

In summary, tdework has become increasingly popular in today’s organizations.
In order for the tdework program to benefit both the employers and the employees,
managers of teleworking employees need to implement effective organizationd controls.
Traditiond organizational theories do not directly apply because telework changes the
organizationd environment. Therefore, we plan to conduct a sudy to explore the control
issues in telework. Specidly, we intend to answer the following two questions:

1) How do organizationa controls operate in the telework environment?

2) Wha is the rdationship between organizationa controls and the use of

information technologies in the telework environmert?



In order to answer these two research questions, | conducted a qudlitative empirical
sudy and develop a theoreticd account about the organizational controls in telework to

further elaborate and extend organizationd control theories.

2 Literature Review

Because the focus of the dudy is organizationd controls in telework
environments, | draw on control theories in organization studies as our theoreticd bass. |
discuss the concept of control; review three dominant theoretica views about control;
discuss sdf-control as an dternaive control method;, summarize the recent development
in control theory regarding control portfolios, and review the research in information
sysems on controls. Moreover, | describe two criticd perspectives on controls,

disciplinary power and the didectic of control.

2.1 The Concept of Control

Webgter's New Collegiate Dictionary defines that “to control” means “to exercise
redraining or directing influence over: regulae” In organization dudies theories on
controls are studied from classcd, modern, symbolic-interpretive, and postmodern
perspectives (Hatch 1997). In the organization theory, organizational control has been
interpreted in various ways. The dominant view is from Tannenbaum, who regarded
control as the sum of interpersond influence rdaions in an organization (Tannenbaum
1968). He dtated:

“Organization implies control. A socid organization is an ordered arrangement of

individual human interactions. Control processes help circumscribe idiosyncratic

behaviors and keep them conformant to the rationd plan of the organization.

Organizations require a certain amount of conformity as well as the integration of

diverse activities. It is the function of control to bring about conformance to
organization requirements and achievement of the ultimate purpose of the



organization. The coordination and order out of the diverse interests and

potentidly diffuse behaviors of members is lagdy a function of control.”

(Tannenbaum 1968, page 3)

The basc assumption underlying control theory is that individuds participating in
an organization have divergent interets and gods. It is likdy that these divergent
interests and gods are incongruent with the organization's god. Therefore, in order to
ensure that organizationd members work dependably, organizations need to implement

controls to direct individuad efforts to meet the organization's god (Ouchi 1979; Ouchi

1980). Control can be applied to different levels, such asindividuas and groups.

2.2 The Cybernetic Model of Control

One way to conceptudize a control system is to percelve it as a cybernetic system
(Beer 1959; Green and Welsh 1988). In cybernetics, the current dtate of a system is
compared againg the desred state, and an adjustment is made if any discrepancy between
the two is detected. For example, a thermodtat is designed to compare the current room
temperature with the desred temperature and turn the heating/cooling unit on or off
depending on the difference between the current and desired temperatures (Hatch 1997).

In a cybernetic control system, organizations firsd set up targets or standards of
acceptable  behaviors and/or outputs according to organizationad gods  Then
organizations monitor work tasks conducted by employees. Organizations evaduate
behaviors and/or outputs of employees based on the target or standard, and then provide
feedback to employees. If an employe€e's behavior or output deviates from the standards,
the organization will take the corrective measure to adjust the employees actions.

Sometimes if the deviation is due to unfar sandards, the organization will dso revise the



dandards. The focus of the control system is peformance evauation and feedback
systems on work tasks (Robey and Sales 1994; Hatch 1997).

According to the contents of the target or standard, the control system can be
categorized as output or behavior control. These two types of controls are often
categorized as forma controls (Kirsh 1996). Output control focuses on the result of task
activity and rdies on the measurement of task output. In organizations usng output
control, output needs to have high measurability and should be eeslly associaied with
ether individuas or groups (Ouchi 1979; Hatch 1997). When these two conditions do not
apply, organizations can use behavior control, in which behaviors that are associated with
high performance are identified and established as targets or standards. In organizations
using behavior control, the task observablility needs to be high, meaning tha the process
of transforming from input to output needs to be well-understood by organizations (Ouchi
1979; Hatch 1997; Turner and Makhija 2006). When both output measurability and task
observability are low, organizations will have difficulty with both behavior and outcome
controls (Hatch 1997). One typical case is creative and innovative work, in which output
is too unique to make comparisons to a standard, and the behaviors rendering good

performance are hard to define (Robey and Sales 1994).

2.3 Agency Theory

Agency theory conceptudizes the control problem aound the reaionship
between organization's owners (caled principds), and managers (cdled agents).
Managers are perceived as agents because they are expected to act in the principas
interests rather than ther own when making decisons on behdf of the principd. An

agency problem refers to the risk that managers will serve their own interest rather than
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their principd’s. Agency theories focus on ways to control the agents sdf-serving
behaviors and assure the interests of the principds (Ross 1973). Although agency
theorists form their theories in terms of the rdationships between organizations owners
and top management, the theory can be generdized to lower levels of management and
their subordinates (Jensen and Meckling 1976; Eisenhardt 1985).

In agency theory, contracts are used to dign the agents sdf-interests with the
interests of therr principds (Eisenhardt 1985; Hatch 1997). Contracts specify measures
and promise rewards 0 that agents own intereds ae served when they fulfill the
demands of the contracts. Through the contract, principas delegate work to their agents
for an agreed price, and their divergent interests are digned. When principals are not or
cannot be continuoudy present, they are open to opportunism by agents who may not
perform as agreed, that is, they may shirk (Hatch 1997).

In agency theory, principas rely on information to know whether their agents are
shirking. Complete information means that the principds know exactly whether the
agents are peaforming to the specification of the contract, while incomplete information
means that they do not know exactly. If the principds information is incomplete, agents
may have temptation to shirk. Although direct observation can provide complete
information, it takes time and effort and principads cannot do so because the monitoring
cods ae too high. To ded with incomplete information Studtions, the principas have
two options. They can ether purchase surveillance mechanisms, or they can reward their
agents based on outcomes instead of behaviors (Eisenhardt 1985; Hatch 1997).

From the perspective of agency theory, the issue of whether to use behavior or

outcome control is a matter of the costs associated with collecting the information

11



required to minimize the chance tha the agents will shirk (Eisenhardt 1985; Hatch 1997).
Behavior controls require surveillance mechanisms and information sysems. When tasks
are non-routing, such mechanisms and sysems ae difficult to build. Output control is
less codly if the output can be easily measured. Since outcome not only depends on the
agents  behaviors but dso depends on the conditions in the environment. When agents
are under outcome contral, they share the uncontrollable risk with the principas (Hatch

1997).

2.4 Markets, Bureaucracies, and Clans

241 Three Sources of Controls

Ouchi  (1979; 1980) conceptudizes three didinguishable sources of control
mechanisms. markets, bureaucracies and clans. Organizations that implement market
control use price competition as a control mechanism. Profit centers are created within a
multi-divisonal organization, and outputs from one subdivison are tranderred to the
next based on internd “transfer price’ (Hatch 1997). Organizations that implement
bureaucracy control rely on rules, procedures, documentations, and survellance as
control. They make rules about either the standards of task process or the quantity and
qudity of the task output, and provide supervisors authority to exercise close persond
aurvellance and direction over subordinates. Organizations that implement clan
mechaniams fadlitate ther employees to obtan high internd commitment to the firm's
objective, cultures, norms, and vaues mainly through the employee sdection, promotion,
and socidization processes. In clan control, explicit survellance and evaduations can be
removed because employees interndize the organization's god. Socidization between

organization members is essntid in the interndization process. Ouchi (1979; 1980)
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obsarves that dl organizations exercise a combination of the three control dtrategies, but
each organization favors one strategy over the other two.

Ouchi (1979) discusses the socid and informationd requirements for the three
sources of controls. The socid requirement for market control is the norm of reciprocity,
meaning that both parties involved in a transaction should be honest with each other and
understand that cheating behaviors will lead to severe punishment. Without the norm of
reciprocity, cheating behaviors will eevate the cost of transactions and evertudly lead to
market falure The socid requirement for bureaucratic control includes legitimate
authority in addition to the norm of reciprocity. Under bureaucratic control, employees
work in exchange for sdary as those under market control. Furthermore, they dso agree
to give up pat of their autonomy and legitimately dlow their supervisors to monitor and
direct their work activities. Clan control has the drictest socid requirements. It not only
requires the norm of reciprocity and legitimate authority, but also requires agreement on
vaues and bdiefs.  In clan control, there are no explicit price mechanisms or explicit
rules and procedures. It requires an implicit agreement about the proper behaviors and
high level commitment to those socidly prescribed behaviors.

Among the three controls, clan contral is the most demanding and market control
is the least demanding in terms of the socid requirements. However, the oppodte is true
in terms of the informationa requirements. In market control, internd transfer prices
need to be provided to support the transactions between departments within a single
organization. Explicit information sysems such as accounting information systems and
other implicit information sysems ae demanded to provide the transfer prices

information. In redity, because of technologicd interdependence and uncertainty,
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ariving a a trander price is not dways feasble Thus organizations will implement
bureaucratic control, creating explicit sets of rules to establish standards about behaviors
and output. Organizations implementing bureaucratic control need to create rules and
communicate these rules to ther employees, and they need information systems to
monitor, evauate and provide feedback to employees. In clan control, information is
contained in the rituds, stories, and ceremonies, and it does not require a large daff of
accounting and information systems experts to creste and maintain complex information
sysems for the purpose of control. However, the information about vaues and norms is
subtle, meaning that it cannot be easly obtained by newcomers. Therefore, socidization
between employeesis essentid in clan control.

Ouchi (1979) outlines the rdaionship between forms of commitment and the
three types of control. He points out that the commitment levels are high for both market
and clan control. Under market control, employees interndize that they work toward their
sdf-interests, under clan control, employees interndize the organizationd gods and are
even willing to sacrifice ther sdf-interests. The employee commitment level is low under
bureaucratic control. Employees can accept their supervisors monitoring, direction and
advice without interndization. In other words, compliance is the minimum commitment
levd required. However, a control heavily depending on explicit monitoring, evauation,
and feedback hasthe risk of offending peopl€e' s sense of autonomy and of sdlf-control.

Costs involved in the three different types of controls vary. Market control carries
low cost for searching and sdecting employees and low cost of monitoring and
surveillance. Market control works well when people work for ther sdf-interest, so the

requirements for sdecting employees do not have to be very redrictive. There is little

14



monitoring and surveillance 0 the cost is low. However, market control bears high cost
of informatiion sysem in order to provide transfer price information. In bureaucratic
control, the cost of searching for and sdlecting people is low. Once people get employed,
they recave intendve traning and monitoring and direction from their supervisors.
However, the cost of developing and running a supervisory system to monitor, evaluate,
and correct people behaviors is high. In clan control, it is critica to sdect the right people
into the organization, o it bears high cost of searching for and selecting people as wdll as
socidizing people. Because clan control depends on people's willingness to conform to
organization goas raher than on explicit monitoring and survellance system, the cost of
bureaucracy is low while the cost of facilitating people’s interndization of organization's

objectives, culture, and beliefsis high.

24.2 Concertive Control: An Exemplar of Clan Control

One exemplar of dan control is concertive control in sdf-managing teams.
Concertive control refers to notion that workers control themsdalves by collaborating to
develop their own control (Tompskins and Cheney 1985; Barker 1993). In the process of
edablishing and exercigng concertive control, firss workers interact and reach a
negotiated consensus about proper behaviors. They do so by interndizing a set of core
vaues of ther organizaions, such as those found in their corporate vison. Subsequently,
this negotiated consensus produces and reproduces value-based discourse among
workers, and normative rules emerge. Next, workers within a work team follow these
rationdized normative rules to reward proper behaviors and sanction ingppropriate ones.
Thus, workers behave within the parameters of the vaue systems and the discourse that

they generate (Barker 1993).
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The key difference between concertive control and bureaucratic control is the
locus of the authority - the legitimate source of control. Under a bureaucratic system,
rationd rules are created and maintained by supervisors. Under concertive control, they
come from the vaue consensus of the group's or the organization’'s members (Barker
1993). The successful implementation of concertive control requires a high leve of
collaboration and high degree of sdf-management. This form of control is probably less
gpparent but more powerful because every team member, not just the supervisor, can

assume the controller’ srole.

24.3 The Rise of Community Governance in the Knowledge Economy

Adler (2001) argues that recent conceptudization of trends in organization forms
overemphasizes the importance of markets, hierarchies, and hybrid intermediate forms of
these two, while ignoring a third type of organization and its coordination mechanism —
the community form of organization with trus as coordination mechanism. Different
indtitutions combine the three organization formg/coordination mechanisms in  different
proportions. Furthermore, he argues that as the economy becomes more knowledge
intengve, it is expected that high-trust inditutiond forms will proliferate and be more
effective than market and hierarchy forms of organizations.

The community form of organization is an informa organization that conditutes
its members as a community. In community organizations, trust is the key coordinating
mechanism. In short, trust is confidence in another’s goodwill. Moreover, Adler argues
that the most effective form of trugt is reflective trust rather then traditiondistic, “blind”

trust. With three types of coordination mechanisms, market/price, bureaucracy/hierarchy,
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and community/trugt, inditutions can be mapped in three dimensons according to their
sdience of the different coordination mechanisms.

In addition, Adler (2001) hypothesizes that as our economy grows more
knowledge-intensve, community/trust becomes a more effective means of organizationa
governance than market/price and bureaucracy/hierarchy. In today’s economy, as the
educationd level of the workforce rises and the scientific and technica knowledge
represented in equipment and products grows, knowledge creation and dissemination
become criticd activities within and across organizations.

The “public good” nature of knowledge determines that market/price and
bureaucracy/hierarchy are not as effective as community/trust. In the market form of
organization, price mechanian is used to optimize the production and dlocetion of
products;, however, it does not work well with knowledge. As a public good, knowledge
does not diminish and cease to be avalable to others after it is consumed by one
consumer. Reliance on market/price mode creates a trade-off between production and
dlocation of knowledge. On one hand, edtablishing strong intellectua property rights can
optimize the production of knowledge by creating incentive of knowledge generdtion.
However, the cost of maintaining such rights is high and blocks wide access to the
knowledge, which ironicaly limits the successful dlocation of knowledge resources
(Adler 2001).

In the hierarchy form of organization, authority is the primary coordinaing
mechanism. Under hierarchy, knowledge is often treated as a scarce resource and
therefore located dong with decison rights in ether specidized functiond units or at

higher organizationd levels. Such an inditutiond dructure may work efficiently when
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deding with routine tasks, but is ingfficient for nortroutine innovative tasks. Even if
authority mandates the free availability of knowledge and solves the knowledge
alocation problem, it cannot create the incentive to creste knowledge (Adler 2001) .
Community/trus is a more efficdent mechanism when fadlitating knowledge-
intengve activities, because trust can both reduce transaction costs by replacing contracts
with handshekes and reduce agency risks by replacing fear of shirking and
misepresentation with mutual  confidence (Adler 2001). Therefore, trust mitigates the
coordination difficulty crested by the characteristics of knowledge as a public good. As
knowledge management becomes increasingly important in today’s organizaions, trust

becomes increasingly attractive as a coordination mechanism.

2.5 Self-Control

In addition to three sources of control initiated from the organization, employee
sdf-control can be seen as a fourth form of control. In this section, | review literatures
about sdf-management and  Hf-leadership. The former concept is often  used
interchangegbly with “sdf-control”, while the later concept includes “sdf-control” but

aso goes beyond it.

251 Self-Management

Self-management in organizational contexts refers to the phenomenon tha a
person behaves in a way congruent with organizationd gods without being subject to
externa controls. In sdf-management, individud employees set up dandards and then
monitor, evaluate and reward ther own behaviors The evduaion dandards in sdf-

management can come from past performance, the observed performance of others, and
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socidly acquired peformance criteria (Mahoney 1974). In a work environment,
supervisors often cannot control  dl the factors influencing employees behaviors. If
employees can specify contingencies to influence ther own behaviors these oHf-
influenced behaviors can be a subgtitute for forma leadership (Manz and Sims Jr 1980).

The consequences resulting from sdf-management have two levels those directly
involved in the sdf-controlling process, and those resulting from the outcome of sdf-
contralling behaviors. All people exercise sdf-control sometimes.  Sdf-management
occurs in many dgtuations, even when externad controls are strong (Mills 1983). Thoresen
and Mahoney (1974) conclude that most successful sdf-control methods typicaly
involve some interaction with externa control.

The benefits of sdf-management to employees are to avoid “over dtribution”
(Manz and Sims J 1980). Over attribution is the tendency that people explain others
behaviors by internd persond dispogtions, while explaining ther own behavior in terms
of extend dgtuations (Jones 1976). When employees take responshility for their own
behaviors, observer bias can be limited. Sdf-management is a cost-effective management
method for organizations. However, organizations need to direct saf-management
behaviors to avoid dysfunctiond saf-management.

There ae two mgor sdf-management draegies environmentd  planning,
referring to changing factors in the environment so that posdtive behaviors are more likdy
to occur, and behaviord programming, referring to rewarding or correcting onesaf based
on peformance (Manz and Sms J 1980). Five procedures to implement these two
drategies are: 1) sdlf-observation: sysematic data geathering about one's own behavior in

order to edtablish the basis for sdf-evduation; 2) specifying gods, especidly publicly; 3)
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cueing draegies - limiting environmenta factors that lead to undesirable behavior while
increesing those evoking desrable behavior, 4) incentive modification - sdf-reward and
sf-punishment, and 5) rehearsd - systematic practice of a dedred performance (Manz
and Sims Jr 1980).

Organization manegersleaders can hep ther subordinates to engage in df-
management behavior. Leaders should be role models in this process, and their dsrategies
change as .the subordinates become more capable of salf-management during the process.
At the beginning, leaders reinforce behaviors that lead to good performance, and then
they gradudly shift to reinforce the drategies or processes of sdf-management such as
god setting and sdf-reinforcement (Manz and Sims Jr 1980).

Sevard factors can  dffect the appropriateness of usng sdf-management,
including nature of the task, nature of the problem, the avalability of time, and the
importance of subordinate development (Manz and Sims J 1980). It is more suitable to
use sdf-management when the nature of the task is credtive, andyticd, or intdlectud in
nature. Sdf-management is appropriate when organizations ae solving unstructured
problems, the information needed to solve the problems comes from subordinates, the
solutions to the problems must be accepted by subordinates to ensure implementation;
and subordinates interndize organizationd gods (Manz and Sims J 1980). The
availability of time is an important factor that determines the importance of subordinate
sf-management. In short-term  efficiency mode, sdf-management is  de-emphasized,
while in deveopment mode, sdf-management is emphasized as an investment in the

future.
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Sdf-management is gopropriste for gdtuations in which  organizations  cannot
adequately measure the behaviord performance or standardize the work process (Mills
1983). In these gtuations the behaviord and outcome controls are not feasble. For
exanple, when the tasks conducted by employees involve interactions with
cusomer/dient, employees ae likdy to confront unexpected, unfamiliar, and nove
events because the reciprocal transactions between the client and the employee generate

an environment with high uncertainty (Mills 1983).

25.2 Self-leadership

Manz (1980) agues that sdf-influence is the ultimate sysem of control in
organizations and proposes a broader view of sdf-leadership. First, he argues that the
sdf-control system can be regarded as the focd point in organizationd control systems.
All organizations exercise externd control, ether by implementing forma controls such
as behavior or outcome control, or by influencing employees with informa clan control.
Meanwhile, each employee possesses hisher own sdf-control system, which functions
gmilar to organizationa formd control sysems, and has hisher own naturd motivations,
beliefs, and vadues, which are Imilar to components in clan control. Organizationa
control systems influence people but they do not directly determine peopl€'s actions.
Ultimately, “the impact of organizationd control mechaniams is determined by the way
they influence, in intended as wdl as unintended ways, the sdf-control sysems within
organization members’ (Manz, 1986, p 586). In this sense, sdf-control is tightly
integrated into organizationd control systems and can be regarded as the focd point of

organizationd control.
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Second, Manz (1986) proposes an expanded sdlf-leadership view. This view not
only includes sdf-imposed drategies for managing tasks lacking intringc motivetion but
ads indudes sf-influence processes that capitdize on the intrindc motivational vaue of
task activities He further clarifies three interrelated concepts about sdf-control. The
concept of sdf-regulation refers to the cybernetic control process conducted by
employees to manage their own behaviors. The concept of sdf-management focuses on
the drategies to facilitate one€s own behaviors to meet standards. Sdf-leadership
represents a broader view, which includes sdf-management drategies, but dso goes
beyond a behavioral focus to address how appropriate or how desirable the standards are
themselves.

Sdf-leadership recognizes the importance of intrindc motivations, the rewards
that result from peforming the activities themsdves Manz (1986). Three important
motivation factors include fedings of competence, sdf-control and purpose. Severd
drategies can be used to address these three intrindc motivationd aspects. 1) dlowing
employees to choose ther own work contexts or environments, 2) building natura
rewards into the process of peforming a task, and 3) encouraging employees to

psychologicaly focus on the pleasant aspects of the work.

2.6 Portfolios of Controls

Storey (1985) suggests that control usudly works in levels and cycles, so0 that if
one levd of control fals in an organizetion, then other forms will assume dominance.
The same ideas have been developed by more recent studies on organizationa controls,
which suggest that a portfolio of controls that combines different forms of control works

more effectively than just asingle form of contral.
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Adler (2001) agrees with Ouchi (1979; 1980) that there exist three combinations
of organization forms and controls, which are market/price, hierarchy/authority, and
community/trust. However, he disagrees with Ouchi that each organization only favors
one type of contro. He agues that different inditutions combine the three
formsgmechaniams in different proportions. More importantly, he proposes that as the
economy becomes increasingly knowledge intensve, there is a trend toward greater
reliance on trust rather than the other two types of controls.

Cadind, Stkin et d. (2004) examine the cregtion and evolution of organizaiond
control during organizationa founding process. They show how organizationa controls
are created and evolve through specific phases of the founding period, and provide data
and ingghts about what drives shifts in the use of various types of controls. Among other
contributions, they define the baance of controls as a harmonious use of multiple forms
of control, and find that an imbdance among forma and informa controls is the key
driver of chifts in control configurations. This dudy shows that informd and forma
controls need to co-exig to creste effective control portfolios that lead to good
organization performance.

In addition, studies that investigate control issues in IT devedopment projects have
explored the idea of the portfolio of controls in depth. These studies will be reviewed in
the section 3.9.2.

After reviewing the dominant views on controls and the recent development on
control theory, the following two sections turn to two other perspectives on controls:

disciplinary power and the didectic of control.
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2.7 Disciplinary Power and Control

Foucault (1979) uses the term “disciplinary power” to refer to the notion that
individuds and groups often discipline themsdves unconscioudy even without visble
externd control present a the moment. Under disciplinary power, conformance to control
is not obtaned by physcdly and persondly exercisng power over the ones being
controlled. Instead, sociad actors interpret that they should be subject to control and
choose to behave properly even if dternative courses of action might reieve thar
oppression (Robey and Boudreau 1999).

One of the key characteristics of power and control under disciplinary power is
ther invighility. In this dtuation, controls are exercised indirectly and impersondly. The
controls might be excised through inditutional, technical, or normdive regulations, and
an example can be people who are forced to follow the work procedures embedded
within an information technology tool that they have to use (Orlikowski 1991). Foucault
(1979) explains that, traditiondly, power and controls were often very visble, and those
who were controlled were less vishle. The ones who were controlled “received light only
from that portion of power that was conceded to them or from the reflection of it that for
a moment they carried” (Foucault, 1979, pl87). In this sentence, Foucault used a
metaphor to describe the vishility/invishility of the power. The power is like the light
from a lighthouse, and those being controlled are in the dark mogt of the time and they
ae only visble a the moments that the power is exercised on them. However,
disciplinary power is the oppodte. It “is exercised through its invighility; & the same
time it impossd on those whom it subjects a principle of compulsory vishility.”

Disciplinary power makes those who are controlled very visble, assuring that power can
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be exercised on them. “It is the fact of being congantly seen, of being able dways to be

seen, that maintains the disciplined individua in his subjection” (Foucault, 1979, p187).

2.8 Dialectic of Control

Basad on the centrd notion from dructuration theory that a human agent has the
capability to choose to act in dternative ways, Giddens (1979; 1984) uses the term
“didectic of control” to describe the intringc rdationship between agency and power.
Giddens argues that power relations are dways two-way.

“However subordinate an actor may be in a socid relationship, the very fact of

involvemert in that reationship gives him or her cetan amount of power over

the other. Those in subordinate podtions in socid sysems are frequently adept at

converting whatever resources they possess into some degree of control over the
conditions of reproduction of those socid systems.” (Giddens 1979, p 6)

Giddens explains the notion of didectic of control in the context of critiquing Max
Weber's conception of bureaucracy, dthough he believes that the notion has a broader
scope. Giddens primarily focuses on two dements of Weber's conception: the hierarchy
of offices, and the significance of bureaucratic rules.

First, Weber suggests that both authority and power in bureaucracies become
‘drained off’ towards the top. Bureaucracy causes a progressive decline in autonomy in
the lower levels of the hierarchy. Giddens critiques that in modern bureaucratic systems,
there is much space for those assuming subordinate roles to acquire or regain control over
their organizationa tasks than Weber recognizes. “The more tightly-knit and inflexible
the formd rdations of authority within an organization, in fact, the more the possble
openings for circumventing them” (Giddens 1979, pl45). Giddens dso argues that the
forma authority relations within bureaucracies are not consensualy accepted through all

levels of the organization. Ingtead, these dominant symbol-systems are usudly accepted

25



predominantly by those in the higher authority postion. Those in the subordinate
postions 4ill have autonomy and can maintan the dement of control by resding or
distancing themselves from oppressive tasks, which represents an extenson of control.

Second, Giddens argues that dthough the written rules exis within bureaucratic
organizations as an important component, the rules do not follow or interpret themselves,
and often do not provide much more of a focus for conflict than Weber acknowledges.
Written rules, however drictly designed, often leave spaces for human agents to choose
to do otherwise. When agents act following written rules, their actions are enabled and
restrained by rules, and at the same time, their actions produce and reproduce those rules.
Therefore, Giddens stressed,

“The didectic of control operates even in highly repressve forms of

collectivity or organization. For it is my argument that the didect of contral is

built in to the very nature of agency, or more correctly put, the reaion of
autonomy and dependence, which agents reproduce in the context of the

enactment of definite practices. An agent who does not participate in the diaectic
of contral, in aminimal fashion, ceases to be an agent.” (Giddens 1979, p149)

2.9 Research on Controls in Information Systems Research

Information system researchers conduct research on the control issues in the
context of information sysems. Much empiricad research has been conducted in the
context of information sysems development (ISD) projects to extend and eaborate
control theories. This branch of research contributes to the control theories from various
perspectives, including the antecedents of control modes, the portfolios of controls, and
the consequences of controls. In addition, information system researchers have explored
the impact of information technologies on organizationa controls and the development,

use and impact of computerized monitoring systems.
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29.1 IS Studies on the Antecedents of Control Modes

Kirsch (1996) identifies the antecedent conditions that predict the type of controls
used in the context of information sysem development projects. Based on prior
theoretical and empiricd work on contral theory, Kirsch (1996) summarizes four types of
controls (behavior, outcome, clan, and sdf control), and integrates different theoretica
perspectives to predict the circumstances under which each type of control will be
implemented. While acknowledging that the characteristics of the tak and the
organizational environment predict the use of various types of control as indicated in
prior studies, Kirsch (1996) also argues that control theory is incomplete when applied to
a complex, nonroutine task such a the management of information systems
development. In paticular, she proposes that the controller’s knowledge of the
transformation process of the task is dso a key determinant of the type of control chosen.
Usng data collected from survey responses from 96 paticipants in 32 system
development efforts, Kirsch concludes that (1) behavior observablility, controllers (in
this case, the project sponsor) knowledge about ISD process, and the interaction factor of
the two determine the amount of behavior control; (2) the use of outcome control is
determined by behavior observability and outcome measurability; and (3) the use of sdf-
control depends on outcome measurability and controllers  knowledge about 1SD. No
relationship between clan controls and the independent variables was found in this study.

Mog of the previous studies investigate the choice of different control modes on
direct reporting relationships between 1SD project leaders and their superiors in a
hierarchicd stting. By contrast, Kirsch, Sambamurthy et d. (2002) examine the choice

of control modes in the dient-1S reationships, which involve both hierarchica and laterd
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settings. Based on data gathered from a survey of 69 pars of clients and IS project
leaders, this dudy re-affirms the antecedent conditions for the use of outcome and
behavior controls and provides additional empirica evidence for the use of sdf and clan
controls. The results suggest that the clients encourage IS project leaders to exercise sdlf
control when task obsarvahility is low and outcome measurability is high, and that clients
implement clan control when behavior obsarvability is high and dients have little
knowledge of the ISD process. Condsgtent with Kirsch (1996), understanding of the 1SD

processis akey factor in controllers (in this case, the clients) choice of control modes.

2.9.2 IS Studies on the Portfolios of Controls

The idea of portfolios of controls have been investigated by IS researchers in the
context of IT project management. Henderson and Lee (1992) examine the reationship
between controls and team performance in IS desgn teams. They argue that controls in
IS design teams can be initiated by ether team managers or project team members.
Managers influence the performance of the team by ether behavior control or outcome
control, while team members adso exercise control in the form of sdlf-control or outcome
control. In addition, the authors argue for the combined effects of both manageria control
and team-control based on the work of Tannebaum (1968), which proposes that both
managerid controls and team-member control can operate concurrently and that ther
effects are additive. The high degree of managerid control can ensure efficent
adminigration and the high degree of teamrmember control can foster identification,
motivation, and loyaty. Based on empiricd data collected from 41 IS desgn teams,

Henderson and Lee (1992) conclude that the combination of managerid control and
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team-member control contributes to high team peformance, especidly when behavior
control from management and outcome control from team members are combined.

Kirsch (1997) examines how and why control portfolios vary in the context of IT
development projects. Conducting case sudies of four IT development projects, she
explores how IS and user stakeholders exercise control to manage I1SD projects and why
they choose to sructure portfolios of control modes as they do. The findings show that
both users and IS play a criticd role in controlling systems development projects, and
that al dakeholders implement a portfolio of control modes that typicaly includes both
forma (outcome and behavior) and informa (clan and sdf) controls. For each control
mode, a variety of mixed and overlgpping control mechanisms are implemented. When
dakeholders congruct the control portfolios, they typicdly dat with pre-exigting
mechanisms of forma controls, and then desgn new control mechanisms to implement
formd control or add informa controls to supplement formd controls. Consagtent with
prior studies on antecedents of selecting control modes in 1SD projects (Kirsch 1996),
this dudy confirms that the choice of particular control mechanisms depends on task
characteridtics, role expectations (meaning that organization members in certain roles are
expected to behave in certain patterns), and project-related knowledge and skills.

Following the work of Kirsch (1997), Choudhury and Sahberwd (2003) explore
the control portfolios in outsourced 1SD projects. Smilar to Kirsch (1997), they examine
mechanisms in the portfolios of contrals, the change of the portfolios of controls during
projects, and factors influencing the change of the portfolios. The difference is tha they
focus on the outsourced rather than in-house projects. They found that the portfolios of

control in outsourced 1SD projects have smilarities with and differences from those in
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traditiona ISD projects. Both types of projects are managed by a portfolio of controls.
However, outcome controls dominate outsourced projects, especidly in the initid Sage
of the projects. Behavior controls and mechanisms that encourage and enable vendors
sdf-control are often added in the later stage of projects. Clan controls are less used --
only in dtuaions when the client and vendor have shared gods and when frequent
interactions lead to shared vaues. In generd, the outsourced projects tend to start with
sample controls but add additional controls after experiencing performance problems. The
factors influencing choice of a set of controls are smilar to those in the traditiond 1SD
projects. The three most important influencing factors at the start of the project are the
client's perception of the vendor's knowledge of the project, the consequent role
expectations, and perceptions of difficulty in monitoring vendor behavior. These factors
outweigh the potentia influence of the controller's project-related knowledge and project
gze. The vendor's peformance in the early stage of project sgnificantly influences the
congruction of control portfolios in the later stage of the project.

Kirsch (2004) takes a process view of control portfolios in 1SD projects. She
examines how dakeholders exercise controls during different phases of large IS projects
and why control choices change across project phases. The findings show that during the
initiad phase of a project, control is exercised as "collective sense-making," in which both
IS and budness dakeholders utilize mostly informa mechaniss of control. During the
devedlopment phase, IS managers dructure hierarchical relationships with  subordinates
and rdy extendvely on forma control mechanisms. Kirsch labds this phase as “technicd
winnowing". During the implementation phase, both IS ad busness sakeholders

employ formd and informa mechaniams to exercse control as “collaboraive
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coordindting’. This sudy dso finds that the factors triggering the changes in control
choices from one phase to another lie in the project, stakeholder, and globa contexts. As

factors change across phases, so too do control choices.

2.9.3 IS Studies on the Consequences of Controls

Nidumolu and Subramani (2003) examine the rdationships between the modes of
control used in 1SD projects and the projects performance. They differentiate controls
aong two dimensions. the process approach and the dructure agpproach. They refer to
behavior controls (specifying methods) and outcome controls (specifying performance
criteria) as the process approach, and refer to control through standardization (centraly
devised standards for activities) and decentrdization (delegation of authority for decision
making) as the dructure agpproach. This study synthesizes these two approaches and
suggests four control modes. dandardization of methods, standardization of performance
criteria, decentraization of methods, and decentrdization of performance criteria By
asociating these four control modes with projects performance in a sample of 56 firms
in the software indugry, the authors find that two control modes, standardization of
performance criteria and decentraization of methods lead to better project performance,
that is, performance criteria should be uniform across projects while project teams should
have the autonomy to choose their own methods. The other two control modes,
dandardization of methods and decentrdization of performance criteria are not related to
project performance.

Piccoli and Ives (2003) examine the rdationship between behavior control and
trus in the context of virtud teams. Behavior control has been found effective in

dimulating team peformance, fodtering cooperation, and improving individua
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psychosocid outcomes in traditional co-located teams (Henderson and Lee 1992; Pinto,
Pinto and Prescott 1993). However, its effect in virtud teams was unknown before this
sudy. Piccoli and Ives (2003) propose and confirm through their empiricd study that the
behavior control mechanisms have a dgnificant negative effect on trust in temporary
virtua teams, where trust can emerge quickly and deteriorate rapidly. Through in-depth
andyds, they find that decline of trugt in virtud teams is rooted in ingances of reneging
and incongruence. Reneging means that a team member knowingly fals to fill her
obligations, and incongruence means that a team member’'s perception of her own
obligation differs from her team mat€s Mechanisms of behavior control, such as
definition of explicit work assgnment, specification of rules and procedures, and the
filing of project plans and project reports, makes reneging and incongruence more easly
detected by the team and thus appears more sdient, leading to trust decline in virtud

teams.

2.9.4 IS Studies on Computerized Monitoring Systems

Computer-based monitoring is the practice of collecting performance information
on employees through the computers they use a work (George 1996). Much research
conducted from the 1980s to 1990s in the fidd of IS addresses the issue of design, use,
and impact of computerized monitoring systems.

Drawing on the cybernetic view of control, Grant and Higgins (1996) propose a
multi-dimensond  view of compuer monitoring Systems, which describes  monitor
designs in terms of object of measurements, tasks measured, recipients of data, reporting
period, and message content. The contribution of this multi-dimensond view is tha a

monitoring sysem is no longer seen as a uniform black box. Computer monitoring
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sysems vay dong severd dimensons, which can be used as independent varigbles in
later Sudies to investigate the impact of monitoring systemsin depth.

Grant and Higgins (1991) dso examine the impact of computerized performance
monitoring and control sysems (CPMCS) on employees attitudes towards work.
Especidly, they investigate how the design and use of CPMCSs affect the employees
attitudes toward the relative importance of productivity and the reative importance of
customer sarvices. Based on the survey data collected on non-supervisory service
workers that performed computer-mediated work and had direct contact with customers,
the findings show that the use of CPMCS does not automatically decrease employees
perceived importance of service quality or increese employees percelved importance of
productivity. Ingtead, many other factors affect employees attitudes toward various job
dimensons. Acceptance of CPMCS by employees is very essentid. When a monitoring
sysem is wdl-designed and appears to be credible, it can increase employees attitude
toward importance of production. Otherwise, a monitoring system lacking credibility and
acceptance can lead to employees resistance and other negative reactions to monitoring.

George (1996) conducted case dudies in five organizations that used computer
monitoring in practice. He focuses on the following aspects that have inconsstent
findings in prior sudies. employee atitudes toward computer-based monitoring, potentia
trade-off between quality of work and quantity of work, rdationship between computer-
based monitoring, stress and illness, and employee's perceptions of supervison. He finds
that the practices of computerized monitoring are not uniform across organizations. How
monitoring is practiced and how monitoring data are used in employees evauation differ

ggnificantly between organizations. Many factors lead to this variaion, such as the type
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of job, the data used for evduation, management attitudes, and organizationa culture.
These vaidions in turn afect the impact of computer-based monitoring on employees

and organizations.

2.9.5 IS Studies on the Impact of IT on Organizational Controls

Orlikowski (1991) examines the impact of information technologies deployed in
work processes on the forms of control and forms of organizing. She finds that
information technology augments and extends exiging mechaniams of control as wel as
reinforces edablished forms of organizing. Specificdly, when information technology
mediates work processes, it creates an information environment that facilitates
decentrdization and flexible operaions, and meanwhile generates a matrix of control by
increasing the dependence on centralized knowledge and power.

Coombs, Knights et a. (1992) ague that dthough information technologies are
rarely introduced into organizations for control purposes, they often result in
intengfication of  control by encouraging sdf-controls among organization members.
This agrees with Foucault's “disciplinary powe” (Foucault 1979). Coombs, Knights et
d. (1992) apply this theoretical idea to interpret a case study on the introduction of
information systems to the U.K. Nationa Hedth Service. The new informaion system
required physicians to conduct extensve cost reporting. By using the information system,
phyddans shifted their attention toward the issue of resource cost, and subsequently
redefined their criteria to sdect treatments and procedures. Consequently, physicians
became dependent on the computer-mediated practices that involved them in the

management such as cost control in addition to proving hedth services.



Information availability and accuracy play an essentid role in shaping the
organization control system, no matter which control modes are adopted. The use of
information systems not only automates work processes but adso generate information
about the underlying work processes, and therefore previoudy opague information such
as behaviors and outcomes become much more transparent between parties. Zuboff
(1988) characterizes this phenomenon as “informating”. According to agency theory and
the notion of informating, managers (principas) can successfully implement informeation
gysdems to increese information trangparency and tighten controls in most Stuations.
However, when the employees (agents) are autonomous and managers lack the
legitimacy to mandate that ther employees use the information systems, problems will
occur. Kohli and Kettinger (2004) conducted an action research study to learn how
hospitd managers can  successfully  implement  information sysem to monitor and
benchmark autonomous physicians medica practices. They cdl the process “informating
the dan” because physcians are mosly sdf-managed and subject to concertive control.
Eventudly the sysem was implemented successfully after the hospitd managers
promoted an influentid physcdan to direct the informaion systems implementation
project, cusomized the interface of the sysem to improve ease of use, and facilitated
discusson of the vadue of usng such sysem within physcian communities. Kohli and
Kettinger (2004) conclude that a clan can be informated if the principd can legitimized
the “human messenger” and “technica messenger”, and fadilitate clan-based discussion.
In this case, the “human messengars’ ae the influentid physcdans the “technicd
messengers’ are the friendly user inteface, and the clanbased discussons are the

discussons within physcans community.
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2.10 Studies on Organizational Controls in the Context of Telework

There ae a few dudies invedigatiing organizationd controls in the context of
telework. Kurland and Egan (1999) conducted a survey to study the relationships among
tddlecommuting, organizetiond monitoring drategies  (outcome-oriented  or  behavior-
oriented), and organizational jugtice perceptions (digtributive, procedurd, or interactiona
jusice). They conclude that monitoring drategies are more drongly associated with
organizational judice perceptions than with tdecommuting, and procedura and
interactional judtice perceptions are dgnificantly rdlated to tdecommuting. Kurland and
Cooper (2002) studied how managers monitoring strategies (behavior, output, clan) link
to tedecommuters professond isolation concerns. Ther findings show that supervisors
in tdework face the chdlenges to exercise clan drategies such as fostering synergy,
replicating informd learning, and credting interpersond  relationships. As a redult,
tdecommuters have fewer professond development opportunities and experience
professond isolation in ther work. Dimitrova (2003) examines the relationship between
control and employees autonomy in teework. Through interviewing professond,
managerid and sdes tdeworkers, the sudy finds that the changes in control and
autonomy are limited to reconfiguration of the work schedule.

Although these three dudies in the context of tdework dl investigated
organizational contrals, their focus is to investigate the impact or the consequences of
organizationd controls on employees, whether it is perceived organizationd judice
(Kurland and Egan 1999), perceived professond isolation (Kurland and Cooper 2002) or
employee autonomy (Dimitrova 2003). The dudies only touch on the topic of how

organizations exercise control in this relaively new work arangement. Dimitrova (2003)
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concludes that there are no dgnificant changes between the management practices in
telework and nonrtdework. Furthermore, these three studies do not explicitly investigate
the role of information technologies in organizationd controls in telework. Kurland and
Cooper (2002) and Dimitrova (2003) deae tha they did not find that information
technologies change the controls within telework. | believe that more detailed eaboration
of the organizational controls in telework is needed because it may explain the resstance
of tedework programs from middle managers, and it is worthwhile to explore explicitly
the role of information technologies because they are the key enablers of teework.

Therefore, my research focuses on these two research gaps.

211 Summary of Literature Review

In summary, control theories are a key area with a long-term research stream in
organization sudies Any organization needs to implement control to dign organization
members diverse interests with overdl organization gods. To better understand controls
in organizations, researchers conceptuaize control from different perspectives, such as
regarding control as cybernetic systems or theorizing control in terms of principa-agent
relationships. Researchers adso differentiate among the types of controls. Within forma
control systems, controls are categorized as behavior control or output control according
to control targets. Market, bureaucracy, and clan are recognized as three sources of
controls, each with its own coordination mechanism. In addition, sdf-control is proposed
as an dternative to forma control systems. Traditiondly, the research focus of controls
investigates contingency factors that predict which controls should be used. Recently,

researchers begin to study complex control systems. The research focus moves from
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identifying suitable controls according to antecedent factors to combining different
controls to establish a portfolio of controls.

Control issues have been dudied in the fidd of information sysems. In one
stream of research, researchers study controls in the context related to information system
desgn, deveopment or implementation. A sysem development project is a complex
process involving multiple paties with diverse interests, thus providing a suitable
empirical context to test and advance control theories. At the same time, these studies
aso contribute to theoreticd understanding of information sysem relaed phenomena
Another research dream contains sudies of the impact of information technologies on
controls. The avalability of information technologies changes the organization
environment, causng chenges to organization controls. This research sream makes
theoretical contributions by extending or revisng control theories so that they can explain
phenomena in new organizationd forms enabled by information technologies. IS
researchers aso apply control theories to study computer-based performance monitoring
systems.

Studies dso focus on control issues in telework environments, and these tudies
examine the impact of controls on teleworking employees. As telework gans popularity
in organizaions, there is a need to study in-depth how organizations exercise controls in

thiswork environment.

3 Research Questions

Telework is becoming increasingly popular because of the trend of knowledge
economy, globa-wise competition, and innovation in information technologies. Telework

prograns can benefit both the employers and the employees when successfully
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implemented. Telework crestes an organization environment that differs from the
traditiona  office-based  organization environment. Employees have flexibility to
configure therr work time and work place Managers can no longer easly manage by
waking around. Face-to-face interactions are decreased to a great degree. These new
characterigics of work environments creste challenges for managers of tdework. We
need forma knowledge about the management of tdework to inform managers s0 tha
the organizations can successfully implement telework programs.

Organizationd control is one of the centrd problems of organization science
Prior theories on organizationd controls suggest that there are four different forms of
controls, forma controls such as behavior control and output control, and informal
controls such as clan control and sdf-control. Depending on contingency conditions such
as task and environment characteristics, different forms of controls operate in different
organizational contexts and multiple controls can be combined into control portfolios.
Because tdlework redefines the notion of the workplace and changes the organization
environment, traditiond control theories may not directly goply. Then how does the
telework environment affect the use of different types of controls? Will organizaions rely
more on outcome control because it is difficult to monitor employee in remote settings?
Will organizations rey on informa controls such as trus and employees sdf-discipline,
or will organizations rely on the dectronic traces such as contents of emails to obtain the
information about the employees behaviors? How do these different forms of control
operate together in telework? In summary, our first research question is:

Research question 1. How do different forms of managerial controls operate in

telework?
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Moreover, information technologies are the key enablers of telework. In telework,
employees rdy on information technologies to work and to communicate. Prior studies in
IS suggest that the use of information technologies can have an impact on controls.
However, it has not been explored how the use of information technologies in telework
relates to organizationa controls. Are organizationa controls embedded within the
information technologies that employees use everyday? Do managers control employees
behaviors about how they use information technologies? In summary, our second
research question is:

Research Question 2: How does the use of information technologies relate to the

organizational controlsin telework?

4 Research Approach

4.1 Research Assumptions and Research Paradigm

It is recommended for socid science researchers to date explicitly two
philosophical assumptions - ontologicd and epigemologicd assumptions - because these
are the two key assumptions underlying the design of socid science research (Orlikowski
and Baroudi 1991; Mason 2002). The ontologicd assumption is the researcher’ belief
about the nature of the phenomena, entities, or socid “redity” under investigation; that is,
“whether the empiricdl world is assumed to be objective and hence independent of
humans, or subjective and hence having existence only through the action of humans in
creating and recregting it” (Orlikowski and Baroudi 1991). The episemologica
assumption is the researcher’s belief about the nature of knowledge and evidence of the

entities or socid “redity” under invetigation; that is, it is the researcher's assumption
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whether and how socid phenomena can be known, and how knowledge can be
demonstrated (Mason 2002).

My ontologicad assumption digns with that of critical redism. The essence of
citica redism is the fuson of “...a dratfied ‘naturdis’ ontology for the naturd and
socid sciences with a non-determinigtic, non-Humean notion of causdity” (Smith 2006,
p20). Critical redism differentistes two types of objects intrandgtive objects and
trangtive objects. Intrandtive objects are the things and Sructures independent of our
perception of them. Trandtive objects are “the atificid objects fashioned into items of
knowledge by the science of the day” (Bhaskar 1998: p.16). Our knowledge (transtive)
conditutes a pat of the world (intrangtive) that objectivdly exids. The digtinction
between trandtive and intrangtive objects dlows for the combination of an ontologica
realism with an epigemologica rdativism (Archer, Bhaskar, Collier, Lawson and Norrie
1998), meaning that redity is intrangtive, theories are fdlible and changeable, and we
can exercise judgmentd rationdity to choose among competing theories (Danermark,
Ekstrom, Jokobsen and Karlsson 2003).

Critical redism accepts two forms of dratification. The fird form of dratification
is between mechaniams, the events that they generate, and the subset of events that are
actualy experienced (Mingers 2004). These three domains are adso known as the red
(what exists), the actud (events), and the empiricd (observable events). At the deepest
levd, “the red” leve, the whole of redity exids incuding mechanisms events and
experiences. The “actud” contains the sates and happenings resulting from the activation
of the causal powers a “the red” level. Furthermore, “the empirical” are the collection of

events in “the actud” that can be observed or experienced. This dratification shows us
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that we should not reduce dl events to only the observed events, and we should not
reduce enduring causa mechanists to events (Mingers 2004). The second dratification
is within the redm of objects themsdves (Archer, Bhaskar et a. 1998). Causa
relationships a one level (eg., chemica reactions) can be seen as generated by those of a
lower levd (atomic vaence). These dynamic, open, and dratified sysems will interact
with each other, and particular Structures give rise to certain causad powers or tendencies
(Mingers 2004), which are cdled by Bhaskar “generative mechanisms’ (Bhaskar 1979, p.
170). The generative mechanisms interact with each other, and possbly counterbaance
each other, causing the presence or absence of actua events. Because of the two forms of
dratification, the structure and generative mechanisms of objects decouple from the
events that they produce, and the mechaniams in “the red” doman do not pre-determine
what will happen a any particular time but rather enable what can possibly happen. In
other words, mechanisms are better to be understood as tendencies rather than universa
laws (Smith 2006).

The phenomenon under investigation in my research is organizations controls in
telework. |1 acknowledge the three-levd ontologicd dratification of this phenomenon. At
“the red” levd, there exist physica objects, socid dojects and socia structures, and their
generative mechanisams, which ae independent of our perception of them. Physcd
objects include information technologies that the employees adopt and use. Socid objects
include users habits and behaviors. Socia structures include rules and resources around
control issues in telework. We believe that generative mechanisms exist for control issues
in telework. That is, there exist certain causal powers, tendencies, and ways of acting that

can explan why and how a e&tan control will or will not work in telework environment.
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These generative mechanisms interact with other generative mechaniams in “the red” to
activate the events and happenings about organizations controls in telework a “the
actud” level. As researchers, we can obsarve the events a “the empiricd” leve, which is
only asubset of events a “the actud levd”.

Episemological assumptions are the researche’s beliefs about how socid
phenomena can be known, and how knowledge can be demonstrated (Mason 2002).
Episgemology “...concerns the criteria by which vadid knowledge about a phenomenon
may be congdructed and evauated’” (Orlikowski and Baroudi 1991). My episemologicd
assumption digns with that of interpretiviam. “A fundamentd didinction between the
interpretive and pogtivis world view is the forme’s primary presumption of socid
congructionism. Interpretive studies assume that people creste and associate their own
subjective and inter-subjective meaning as they interact with the world around them”
(Orlikowski and Baroudi 1991). Thus, despite the assumption of a red world independent
of human perceptions, our knowledge of that world is inevitably affected by socid
interpretivism.

In my study of organizationa controls in tdlework, dthough | bedieve that there
are “generative mechanisms’ or tendencies independent of human beings, | dso believe
that the process by which people come to understand and gain knowledge about these
“generative mechanisms’ is a socid congruction process. At the same time, researchers
invedtigation on this issue by gaheing data a& “the empiricd” leved is dso a socd
congtruction process. Therefore, people's account of their perceptions and experiences of
the controls in tdework ae valid evidence of knowledge, and my theoreticd

interpretation of the phenomena advance the knowledge of the problem area.
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Orlikowski and Baroudi (1991) explain tha interpretive researchers should avoid
imposing externdly defined categories on a phenomenon; rather, they should attempt to
derive thar condructs from the fidd by in-depth examination of the phenomenon of
interest. Walsham (1995a) argues that interpretive studies are suitable for the fidd of
information system because people’'s perceptions regarding information sysems use ae
essentid. . Furthermore, an interpretive paradigm is appropriate for sudying socid
processes because this paradigm is explicitly designed to capture complex, dynamic,
socid phenomena that are both context and time dependent (Orlikowski and Baroudi
1991). The research problem under investigation in my study is a complex and contextud
socid process. Therefore, even as | acknowledge the objectivity of “generdative
mechanisms’ underlying the phenomenon, | beieve that the phenomenon can be
observed and understood by studying my perceptions and interpretations of it, which are
subjective. Thus, interpretive inquiry alows me to capture and analyze the organizations
controls and employees perceptions about the controls in telework.

The interpretive paradigm is not completdy homogeneous. Orlikowski  and
Baroudi (1991) differenticte between two variants of interpretive research: the “wesk”
and the “drong” condructionist views. From the weak condructionist view, interpretive
research is thought to take a complementary postion to podtivis research. The strong
condructionis  view dams tha interpretive research should replace postivist
investigations. Smilarly, Wadham (1995a) didinguishes among four different levels of
rhetoric qudifying interpretive work. In increasing order of their dams those levels are
the rhetoric of the exploratory study, the complementary approach rhetoric, the rhetoric

of gppropriate research issues, and the replacement of pogtivism rhetoric. My research



dands a the second and third rhetoricd postions of Washam's framework - the
complementary approach rhetoric and the rhetoric of appropriate research issues. Under
the former rhetoric, interpretive and postivis ressarch are seen as complementary and of
an equa datus. Under the latter rhetoric, certain research issues fit the interpretive
approach, while others better fit the pogtivist gpproach. My own interpretive postion is
“moderate.” | view the interpretive gpproach as more suited to research building theory,
and meanwhile | dso vaue different gpproaches (such as those embodied in the pogtivist
paradigm) to proceed to thorough theory testing, and thus complete the full research cycle
(Gdliers 1991). In other words, | believe that a quditative research study is complete in
itsedf and should not be seen only as a pilot Sudy or as preiminary to quantitative
research (Bottorff 1997). However, | am not agang subjecting the results of qudlitetive
work, including those of the present research, to further empirica tedting, evduation, and
generdization. These assumptions are completely congstent with criticd redism, which

assarts redlity as objective and which values multiple research methods (Mingers 2004).

4.2 Research Methodology

4.2.1 Grounded Theory

The research method followed by this study is grounded theory (Glaser and
Strauss 1967; Eisenhardt 1989; Yin 1989; Strauss and Corbin 1990). Applying grounded
theory research methodology, | studied two work groups with an objective of generating
a dexriptive and explanatory theory about organizationa controls in a teework
environment.

The grounded theory method (Strauss and Corbin 1990; Glaser 1992) is a

“quditative research method that uses a systematic set of procedures to develop an
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inductively derived theory about a phenomenon” (Strauss and Corbin 1990, p 24). The
resulting grounded theory specifies the rdationships among concepts and sets of
concepts with empiricd evidences, and the theory can be in the form of a nardive
datement, visud picture, or in a series of hypotheses or propostions (Creswell 1998).
The benefit of the grounded theory approach is that the resulting theory is intimatdy tied
to the evidence (Eisenhardt 1989). Three intrindc procedures in grounded theory are
inductive reasoning, inte'woven data collection and data andysis, and theoreticd
sampling.

Usng grounded theory, researchers do not specify theory a priori and then
confirm the theory empiricaly. Instead, researchers gpply inductive reasoning to discover
theory emerging from empiricd quditative data The method alows researchers to
“develop a theoretical account of the generd festures of a topic while smultaneoudy
grounding the account in empiricd observations or data’ (Martin and Turner 1986, p
141). This inductive, theory discovery research mode can be particularly useful when no
prior theory has been edtablished to date. Although control theories in generd have
exiged for a long time, they could not be directly goplied in the new organizationd
environment because telework differs from a traditiona office-based work environment.
Therefore, | believe it is gppropriate to employ grounded theory approach to elaborate
and extend control theories and to generate a theoreticd account for the particular
phenomenon that | investigated.

Grounded theory requires that data collection be tightly interwoven with data
andyss. In the research process, both activities occur smultaneoudy, and data and

theory are congtantly compared and contrasted during data collection and analyss. The
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emerging theoreticadl account generated from andysis of data collected in early stages
guides the data collection in later stages (Locke 1996). The interwoven nature of data
collection and andyss makes it possble for andyss to direct the process of theoreticd
sampling, which refers to the technique of sdecting incidents and informants on the basis
of concepts that are rdevant to the emerging theoretical account. Theoretical sampling
gpplies both to the sdection of the research Ste sdection and the sdection of the study
informants

The findings of grounded theory sudies are detailled and particularistic, but a
more generd explanation can be produced from the results (Eisenhardt 1989; Leonard-
Barton 1990). The genedizaion here is different from the more typica dHatidtica
generdization, which refers to generdizing from a sample to population. Rather, the
gengdizaion is “andytic generdization” (Yin 1989), meaning tha inductive concepts
genarated by the fidd study ae combined with indghts from exising formd theory
(Glaser and Strauss 1967). So what is generdized is the theoretica concepts and patterns.
The outcome of my dudy is a generd conceptudization of the organizationa controls in
telework that should both contribute to our research knowledge and inform IS practice.

Snce two schools of thought now exis in the grounded theory gpproach,
grounded theorists often need to take a stand on a specific verson of the methodology
(Boudreau 1999). The two schools of thought in grounded theory are the Straussan (after
Anselm Strauss) and the Glaserian (after Barney Glasar), each presenting different
assumptions and methods (Stern 1994). Locke (1996) summarizes the key difference
between the two schools. The Straussan school encourages the researchers to take an

active, even provocative role when collecting and andyzing the daa, whereas the
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Glasarian school suggests that researchers should prevent and minimize their impact on
the data and dlow the data to spesk for themsdlves. In my research, | applied the
grounded theory methodology digned with the Straussan school of thought. Firdt, | agree
that it is difficult to pursue research with a “clean dat€’. Second, my research intends to
provide a theoretical account of organizational controls in telework to extend or refine the
exiding theories on organizationd controls, Last, my research is primarily based on the
methods and procedures presented in Strauss and Corbin (1990). Thus | followed the

Straussan school when conducting this studly.

422 Research Site

In dte sdection, | followed the drategic sampling technique for quditaive
research, which means choosing a Ste or group that will provide some insghts about the
man ressarch questions. Because the phenomenon under invedigation is organizations
controls in telework, | accessed a dte where employees primarily worked a home and
awvay from thar managers Time limitaion compds me to invedigade a dgngle
organization as opposed to many. This is not problematic, given that data generated
through the invedtigation of a sngle gdte is likey to be @mprehensve enough to conduct
athorough exploration of the control issue in telework.

The research site is two groups within a large corporation, TechCo'. TechCo
develops innovative information technologies products and services and has employees
around the globe. In order to attract and retain taent around the globe and save red edtate
costs, TechCo promotes telework with their employees. Within corporate resources, there

is a divison of people, Tdework Support Program, working especidly for the purpose of

L All names are pseudonyms.
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supporting TechCo's tdework environment. Meanwhile, employees within  Telework
Support Program aso practice telework in their daily work. | accessed two work groups
within  Telework Support Program, Work Location Service Group and Product
Development Group as our research site.

These two groups were ided for the study because they not only practiced
telework but they aso promoted it a TechCo. In contrast to groups involved in Software
Engineering (who seemed less receptive to being studied), the Telework Support Program
was receptive to my efforts to study telework. Therefore, sdecting these two groups was

aigned with the principle of theoretica sampling.

4.2.3 Data Generation

In this research, | used quditative interviews as my primary daa collection
method. Choosing interviews as primary data sources best serves the research god and
agrees with my research methodology drategy. The research quedtion is to investigate
and understand the organizations controls in telework. People’s interpretations,
perceptions, meanings and understandings of their experiences with controls in telework
are the mgor data | sought to collect. Quditative interviewing is an effective method to
get the indde views from dudy paticipants. Moreover, dthough in theory it would be
ideal to conduct observations to complement interview data sources, it was not feasible in
practice because the study participants worked primarily a home and were remote from
each other and from me.

The targeted interviewees included people who exercise control and people who
are controlled in telework. | conducted interviews from June 2007 to December 2007. |

firg interviewed the primary contact and the director of the Telework Support Program to
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understand the general work practice of Telework Support Program, and then |
interviewed the directors and employees in two workgroups, Work Location Service
Group and Product Development Group, within Telework Support Program. The
interviews were conducted face-to-face if possble or via teephone when face-to-face
interviews could not be aranged. Each person within the two work groups was
interviewed twice, and each interview ranged from 45 minutes to two hours. Table 1
shows the number of interviews. | began each interview with openended questions
related to our research. For example, to investigate organizationd controls in telework, |
asked the interviewees, “How does your organization, your managers, and you yoursef
make sure that you work productivdly even when you work a home?’ In order to
invesigate how the use of information technologies related to organizationa controls in
telework, | asked the interviewees, “Describe the adoption and use of a particular
information technology in your work and how is your manager involved in tis process?’
After the darting quedtions, the interviews were in conversationd syle and the following
questions or probes depended on the answers given by a specific study participant.

Table 1. Study Participants and Interviews

Participants Interviews
Telework Support Program Director 1
Primary contact in Telework Support Program 1
Work Location Service Group Director 2
Work Location Service group team members (4| 8
people)

Product Development Group Director 2
Product Development Group Team members (7| 14
people)

Other employeesin TechCo (8 people). 8
Tota 36

Strauss and Corbin (1990) date that in grounded theory inquiry theoretica
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sampling cannot be planned before embarking on the study and the specific sampling
decisons should evolve during the research process itsdf. Therefore, the data collection
phase is pardld with the data andyss phase. Andyss of data obtained in the early stage
is used to guide data collection in later stages. | followed this principle in my research. |
fird interviewed people in Location Service Group, conducted prdiminary anadyds on
the data and used the results of the andyss to direct my interviews with people in
Product Development Group. | exited the fiedld when | reached “theoretical saturation”,

meaning that | exited when | could not identify new themes from my interviews.

4.2.4 Data Analysis

The objective of data anadyds is to subject the interview transcriptions to
interpretation usng coding anadyss techniques. | conducted data andyss using three
phases of coding suggested by Strauss and Corbin (1990): open, axial, and sdective
coding. My overdl research draegy is inductive, meaning that theory is developed
through data generation and data andyss (Mason 2002). | did not formulate hypotheses
based on the literature prior to my empirica research. | did review the prior literature on
controls to increese my sengtivities with regard to the research problem, and these
literatures provided me a dating point in my research. Increesng the researcher’
sengtivity on the research problem a hand by reading literatures is recommended by
Strauss and Corbin (1990).

This research drategy directs my data analyss phase. By iterating from data and
theory, | eventually generated theoretica explanations.

Step 1: Open coding
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The data andyss darted with open coding. The incidents, events, quotes and
other instances gathered during data generation were compared to examine smilarities
and differences. From the transcribed interviews and notes, smilar data were grouped
together and labeled by categorical codes. In open coding, | first developed an initid list
of codes based on my literature review on control theories The initid list of codes is
ligted in appendix 1. Control mechanisms of outcome control, behavior control, clan
control and sdlf-controls were identified and used as codes. | dso coded employees
uses of information technologies. When applying these codes to the interview
transcription, there were some incidents and quotes that did not fit into these exising
codes, which required that | generated new codes for them.

Step 2: Axid coding

After open coding was finished, | made adjusments by combining redundant
codes. | conducted axial coding by organizing data according to the recurring theme and
linked the associated concepts to uncover the rdationships among categories and
subcategories. The results of axia coding were a set of broad categories and associated
concepts that described and explained the organizationd controls in telework. The codes
| used are listed in Appendix 2.

Step 3: Sdective coding

After the genera concepts and the relationships among these concepts were
generated, | conducted sdlective coding with an objective to uncover larger patterns by
integrating al anayses into one “core category”. The results of this andyss sage were a
gory line describing a coherent conceptudization of the man phenomenon. Sdective

coding was terminated when | reached theoreticd saturation, which is indicated by the
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fact that no new or reevant data inform a category, the category development is densdy
populated, and the relationships between categories are supported by adequate evidences.

Multiple Exemplars Data Presentation

In my andyss and results presentation, | used the “multiple exemplars’ method
(Denzin 1989; Bechky 2006). Multiple exemplars is a quditative study method that
dlows the researchers to decongtruct prior conceptions of a particular phenomenon,
collect multiple ingances that illudrate the concepts under dudy, and inspect these
ingdances carefully for essentid eements or components. The dements are then
reessembled into a sory line in a logicd order. to . In my sudy, firs | provided the
decription of the socid contexts of the both group. Then, rather than andyzing control
within each participant group, | collected control instances from both of the participating
groups, used these ingtances as exemplars of control mechanisms, and described them

according to control forms.

5 Results

5.1 Social Contexts of the Two Groups

Work Location Service Group. Work Location Service Group (WLSG) group is a
work team within TechCo's Telework Support Program. This team works on globa work
location drategy, meaning that they identify, document, and facilitate the globd
deployment for TechCo. Since TechCo is a globad company and has workers in many
countries and areas, this group supports decison making regarding the locations in which
TechCo is going to invest or dignvest on a globad bads. The typicd issues that they

address are where TechCo will have workforce, what skill sets will be required for the
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workforce, and what infrastructures (including physicd, technology, and work practice)
will be needed for the new workforce. To achieve this purpose, they conduct research on
the demographics of different locations around the world, and congtantly monitor trends
within the company. Ther work activities include online research, gathering data by
interviewing interna or externd stakeholders, andyzing data, and writing reports.

WLSG is a smdl group, and the team members are didtributed. They have one
group director and four group members. The group leader, Kevin, and one of the group
members, Mary, live in the Bay area, Cdifornia and are close to TechCo's headquarters.
The other three group members -- Kate, Mathew, and Roan -- live in Colorado near
another TechCo campus. Four of the five people (al except Mary) are home-based and
thus primarily work a& home. Mary is flex-based. She comes to office regularly but has
no permanently assgned office. Team member Roan and Kate joined the group one year
ago and are relaively new to the group. All members have worked for TechCo for a long
period except Mary who has worked for TechCo for only two years.

Since thar group is didributed, they rdy on technologies for everyday
communications. Email and phone ae the primary tools. Ingant messenger is used
among May, Mahew, and Kevin. They occasondly use an online collaborative tool
cdled WebEx. They phydscdly meet a least twice a year ether in the Bay area or in
Colorado. Otherwise they hold weekly teams meetings and one-on-one meetings with
their manager dectronicaly.

Product Development Group. The product development group (PDG) is a group

within TechCo's Telework Support Program. This group is responsble for desgning and

developing “products’ to support the didributed work environment in TechCo. The



products include red edtate design, information technologies, and human resource work
prectices. The typicd work assgnments for this group include designing information
sysems such as office reservation systems, online data collaboration tools, architectures
for new office buildings, and new performance mapping and reward sysems to fit the
telework environment.

There are currently eight people in the group, reduced from 12 by a recent
reduction of workforce. Their group includes people from three different backgrounds:
red esate (2 people), information technology (5 people), and human resources (1
person). They are a didributed team, dl based primarily a home. The manager, Mack, is
located on the East coast. One group member lives in Arizona, and another one in New
Jasey. The other members of the group are located in the Bay area and live within
driving digance of TechCo headquarters. They hold face-to-face mesetings at least twice a
year, and they hold virtud group meetings every two weeks. Since most of the
technology subgroup lives within driving disance of their office building, the have a
Separate group meseting and socia activities on campus every week. Because of the nature
of ther work, PDG congantly experiments with different information technologies to
support telework. Besides using phone and emall to communicate, they are mandated by
their manager to use an online calendar, video camera, and instant messenger.

After the reduction of the workforce, the nature of work and direction of the
group changed. The new plan emphasizes more on the human resource aspect of mobile
virtud work, and the technology sub-group is moving away from deveoping
technologies to support Telework and toward researching new technologies that have

potentia to support virtua work.
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5.2 Organizational Controls within the Two Work Teams

| found that these two teams are managed by a combination of four forms of

controls; outcome, behaviord, clan and saf-controls.

5.2.1 Outcome Controls

5.2.1.1 Goal Setting Process

TechCo had organizationd-levd policies on god sdtting and god cascading
proceses. At the beginning of each fisca year, first the vice-presdent-level managers st
the gods, followed by gods set a the director-level managers and then the employees.
The employees became owners or partial owners of the goals. The company encouraged
the managers to manage employees according © the gods rather than exercisng persond
and direct supervison.

Both of the groups followed this god setting process in ther work. The managers
acknowledged that the goa setting was of great importance in their work and believed
that clear god setting could reduce the need for congantly monitoring their employees.
Kevin, WLSG team director, focused on setting gods and setting associated timeframes
to reach these gods, and he expressed that he cared less about his employee’'s working
behaviors on adaily basis aslong as the gods were met on time.

“1 don't mind if they spend 8 o'clock in the morning to 6 o’clock in the night

working, or 8 o’ clock to 6 o’ clock in the zoo, as long as they meet their goals and

don't’ missthe deadline.” Kevin, WLSG team director
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The goas were very detailled. The gods could be about an ongoing projects or
routine work. For example, a WLSG team member, had these gods for the following
year:

“ (the goals) will be continuing on with the GIS project to implement the GIS, get

training on the GIS as well as ensure training for others in our group and

additionally 1 will have goals around the financial work I am doing on the
budget....” Roan, WLSG team member

The managers drived to st specific and clear gods with their employees, and
there were quantifiable metrics around the goas so that they could be easly measured
when it came to the performance evauation time.

“TechCo likes to have sort of quantitative metrics around your goals, so you

know. You write one report a quarter..., there is a number associated with it.”

Roan, WLSG team member .

During the working process, goas were adjusted based on the current trend in the
company. Goads st a the beginning of the fiscal year were used as a guiddine for their
work, but goals were evauated periodically and priorities could change over time.

“On a quarterly basis, we will formally assess how we did. Do we meet our

objectives, do we fall behind? If for some reasons, this thing falls off the agenda,

if something else comes up -- we don’'t need 4000 engineers on Minneapolis,
what we want is, 5000 sales people in Oshkosh -- OK. If that’s what is been told
by the company, let’s go down that path instead.” Kevin, WLSG team director

At the end of the fiscd year, when it came to the evauation of the employees

performance, the gods set a the beginning of the year played an important role
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According to Matthew, WLSG team member, there was a detailed performance review
about what goas were achieved and what goas were not achieved. When the goas were
not met, there was an andyss whether it was intentiond or unintentiona, whether the
god fdl off the priority lis and became irrdevant, or it was ill rdevant but was not
achieved. There were adso discussons about gods that were supposed to be on the list but

were missing, and things that had been done but were not on the list.

5.2.1.2 Focuson Deliverables

In both groups, managers emphasized ddiverables. For each work assgnment, the
managers pecified the deiverables and time frame to complete them. The employees
were measured on the qudity and the timeliness of the deiverables. Mack, PDG team
leader, Sated that the ddliverablesin his group were very specific.

“They can be very simplistic, such as the physical design standards or the

functional requirements for technologies to support [remote] work. They are

written documents.” Mack, PDG team |eader

The managers believed that specifying and evaduating employees ddiverables
could greetly, if not totaly, replace monitoring employees behaviors on a day-to-day
bass, and thus they emphasized that they evauate employees based on the “product”
rather than “ process’.

“1 am not going to judge you for being in the office for extended periods. | am

going to presume | give you work you can get it done...I am going to measure you

on your work product.” Kevin, WLSG team |leader

Between getting clear ingructions for ddiverables and turning in deliverables for

evaudions, the employees worked rather independently. The management dyle was

58



hands-off rather than micro managing. Mack, PDG team leader, expressed that working
independently was absolutely critica in his group.
“1 am not going to tell you exactly how to build it, or how to create it, | want you
to tell me.... That is why we pay you to be expert...In some sense there is this
dichotomy that | am going to give you very very quantifiable deliverables, but |
want you to work independently to get to them.” Mack, PDG team |leader
On the employee Sde, they fdt that being evduated on the quaity and timeliness
of the deliverables made the work environment more “fair”.
“1 think it is much more egalitarian when you are at home. You are judged more

on the merits of the output.” Matthew, WLSG team member

5.2.1.3 Checkpoints

While the employees worked on deliverables that were associated with the gods,
there were regular updates about the satus of the work, which were referred as
“checkpoints’. Status update was a policy of the company that specified that the
employees should provide Satus updates every quarter. But in redity the status updates

happened more frequently than quarterly.

Much of the work these two groups did was research. Due to the uncertainties and
risks involved in research work, often ideal output could not be produced, and sometimes
the results of the research could not be immediately deployed. To address this concern,
checkpoints were scheduled according to the phase of the project. For example,
checkpoints might occur after the research results were delivered but before they were
deployed. This was to ensure that work was acknowledged even when it could not be

immediately deployed.
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“We will research and experiment, and we will do some sort of pilot if necessary.
Then we will take it up to these ladders, at the very end, a gateway, somebody will
say yes or no (to deploy it). .... For Mack’s eyes, he needs to see if that project
getsto that point, if it does get to that point (but cannot be deployed immediately),
we will just take a look of the research we have done. ...We will put it in a folder
S0 people can get to it because people are just not ready for it right now.” Chad,
PDG team member
The checkpoints could be initiated by ether the manager or by the employees.
Manager-initiasted checkpoints often happened in the regular group mestings or in one-
on-one meetings between the managers and the employees. In some cases, the managers
required the employees to publish periodic status reports.
“1 have a teleconference with my entire team every week, where we go through
updates, pass downs... as well as 10 minute reviews with each person about, how
was your portfolio work? In addition to that, | have 1 hour calls with each person,
where | walk through their portfolio activity. And once a month we publish a full
status.” Kevin, WLSG team |eader
Interestingly, checkpoints were aso initisted by the employees. Employees often
reported to their managers what they were working on and their progress on the projects
even when the managers did not ask them to do so. This phenomenon is commonly seen
among the employees in these two groups. For example, Sege worked in Arizona, not
only away from his manager, but dso away from his peers and any TechCo campuses.
He reported that he fet the need to proactively communicate to his managers about his

work status after he started working from home.
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“Snce | have been working from home...I’ve started to make sure | work
proactive in communicating, just to my own boss, what | am working on, what is
my status, what | am doing? Even if it is good, even it is| amontrack. If it isdue
in two weeks, one week has expired, I’ve done a week’s worth. | have one week
left. | will tell him that, so he knows.” Sage, PDG team member

In addition to reporting their podtive progress on the projects, the employees adso
took initiatives to ask for ther managers inputs when the employees could not
independently solve a problem.

The mgor reason behind the employee-initiated checkpoints was the employees
concern about vighility. Almost dl the employees who worked a home reported that
they needed to take initiative to obtain vighility, and taking initiative to report their work
datus was one of the important avenues to achieve this. Bdinda, PDG team member,
periodicdly made appointments with her director or upper levd management to tak
about her current work and the directions of her future work.

“You don’t want them to forget the work that you are doing and the value you

bring to the organization. So having kinda strategic check-ins, it fills a lot of

purposes. One, yes, | know about the strategic directions, 1 am fine with
continuing. But two, also reminds them just what it is what | am doing, where |
am, that type of thing.” Belinda, PDG team member

The second reason behind the employee-initiated checkpoints was that some
employees fet that in the telework environment, informa encounters were lacking. In an
office-based work setting, informa status updates could happen in casud talksin the

hallways or cafeterias. These opportunities for informal encounterswere missingin
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telework, and so employees took initiatives to report their work status to make up for the

lost opportunities. Sage, PDG team member, primarily worked at home and was distant

from his boss and any mgor TechCo campus. He expressed concerns about lacking

informal conversations with his boss.
“You know, there is something missing...| felt like | could call my boss in Boston
any time. | wasn't cut off. But if you never call you boss unless there is something
formal or important, and you didn’t have a few casual hallway bumps -- those are
the things that just stopped happening. You are kinda left with a gap or a hole”
Sage, PDG team member
The mgor digtinction between employee-initiated checkpoints and other outcome

control mechanisms was tha the other control mechanisms were imposed by the

manager, while the employee-initiated check points were initiated by the employees.

5.2.1.4 Issueswith Outcome Control

The managers and the employees expressed concerns that, dthough they relied
heavily on outcome controls, sometimes it was difficult or even unjudifigdble to gpply
outcome controls. Fird, interactions between people and rdationship building were
important in TechCo. These two groups conducted knowledge work. In addition to
producing results, these groups dso had responshility for sharing the knowledge
produced with the right people within the company through people interactions. These
people dements were difficult to capture within the outcome control.

“1 think managing by results are probably 80%. That is gotta be 15% based on

subjective. The 15% human elements...Do not forget that... it may not be

measured in the results oriented piece.” Cadee, PDG team member
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Second, the research work done by these two groups involved uncertainties and
risks. Even if the employees worked hard, satisfactory outcome might not be eesly
produced. In this sense, usng outcome controls was not justified.

“ Some of us are tech professionals that are 10 years or more out of schools. We

are solving problems that may not have been solved before... and there are maybe

alot of creativity involved in the solution. What that means is that some percent of
the time you try, you will fail.” Diamond, PDG team member

Third, because research work was creative and origind, the end results could not
be easly measured objectively. Thus, results were measured subjectively. This meant that
the outcome of the work had low measurability, which made exercisng outcome controls
unsuitable.

“ My own job, making meetings more productive..... So obviously you are talking

about white collar productivity and no one knows how to measure that. Maybe

Mack did my review and says, ‘1 think she did a good job.” But | could work for

someone else... They weren't that happy...I did exactly the same work, | got

different results.” Diamond, PDG team member

In summary, these two groups were managed by outcome controls. The outcome
control mechanisms included god setting process, ddiverable focus, and checkpoints.
Meanwhile, these two groups expressed that the nature of their work, research type of

work, made outcome control incomplete to some degree.
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5.2.2 Behavioral Control

5.2.2.1 Rules and Protocols

Both work groups set up rules and protocols for appropriate behaviors related to
avalability, the use of technologes, and the workflow. Rules and protocols were critica
for maintaining the efficiency and qudity of their work. There were some corporate-leve
guiddines, but most of the rules and protocols were set up a the team level. Mack, PDG
team director, referred these protocols as roadmaps and blueprints for the team.

“We have all these roadmaps, blueprints, whatever you want to call it for doing

remote work. ...we tried it very hard it make it part of our DNA.” Mack, PDG

team director

There were clear protocols explicitly set up by the managers, and there were soft
rules gradualy formed during the work process. Soft rules will be further eaborated in
the clan control section. The content of the protocols included availability management,
the use of technologies, and workflow. Availability management and the use of
technologies will be discussed in more detal in the following sections Beow is an
example of the protocols on workflow.

“We try to have some sort of protocols, who can and who cannot update

something. At the beginning of the project, we are going to define, OK. You are

someone who is going to update stuff. You are in charge of the specific part of the
project. So you are in charge of these sets of documents.” Chad, PDG team

member

When the rules and protocols were not followed, the managers exercised

sanctions. For example, in PDG group, there was a rule about using instant messenger
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(IM), an online tool with which people can exchange messages ingantly. All people were
required to be logged into ingant messenger during work time. One of the employees in
PDG did not follow the protocols about usng IM, and he was lad off in workforce
reduction. Mack recalled one conversation he had with this person.
“1 said, 'you just refused to use IM.” "Well, it isn't something | am comfortable
with’, then | said, “ Get comfortable because | don’t know what the hell you are
doing 50% of the time.” That did not change. He was so set in his ways... He no
longer works for us.” Mack, PDG team director
This example shows that the manager explicitly <specified the behaviord
dandards, and when the employees violated the protocols, there was punishment

asociated with it.

5.2.2.2 Availability Management

In telework, employees have flexibility to decide their own work time and space.
However, being avalable and accessble during work time and even in extended work
time became a behavior sandard in both groups. To ensure avalability, the managers
used three control mechanisms.

Fird, the managers made themsdves highly avalable to their employees, working
as a role modd for the employees. Through role modding, the managers sent the

message to their employees that the appropriate behavior in telework was being available.

“ He (the director) is there when you need to reach him and get a hold of him, ask
a guestion or need guidance. He doesn’t make you fedl like if you call him out of
the blue, that he is still busy, that he cannot give you his time of the day. He is

very responsive.” Cadee, PDG team member
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Second, the managers set up pecific rules and protocols about availability and
accessbility. TechCo used a technology that enabled its employees to forward their
office phone number to any phone that they were usng. Kevin asked dl his group
members to make themsdves avalable through this phone number during work time.
Kevin explained his expectation for his team members on availahility.

“You have a follow-me-phone. You have a number that goes with you wherever

you go. If you step out of the office, | expect this to be with you. During work

hours, | need to be able to get hold of you. If you were here in the office, | could
walk down the hall way to see you. So | need the ability to get you on the phone. If
you go off (the follow-me-phone) in an extended period, | need to know.” Kevin,

WLSG team director

The third way of managing avalability was through the use of technologies
Vaious information technologies were used to enable avalability management. When
employees adopted and used these technologies, they automaticaly made themsdves
available and accessible during work time.

The firg mechanism was schedule sharing and it was embedded within the use of
the online cadendar. The online cdendar was linked to emails, so everyone got informed
by emall when anyone within the group updated the caendar.

“We usually email back and forth, we keep a master calendar...You know,

Matthew is out. Kate will be gone from 2 until 4. Mary has a doctor appointment

from 9 to 10. Open emailing. We all share each other’s calendars.” Kevin, WLSG

team director
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The second control mechanism was presence awareness and it was embedded
within the use of the IM. The managers required the employees to adopt IM and that
employees indicate their presence throughit.

“We use IM for... presence awareness. It means, OK, | am logging into IM and |

amon, and | will log in sometimes when | am sick, and | will say, 'out sick’. So

yeah, people know it, | amstill in some level of access.” Mack, PDG team |leader

The third control mechanism was “the follon-me phone number” embedded
within the use of mobile phone and phone forwarding technology. The employees could
route a phone number to whichever phone they were usng a any moment so0 that they
could be reached anytime anywhere. For example, Cadee, PDG team member, worked in
her vacaion home in Forida in winter away from her home in Massachusdtts and il
was available thanks to using these technologies.

“ Actually most of the people don’t know that | work in Florida for most of the

winter. You know, | have my cell phone, and my access line is forwarded to my

cell phone.. You could call me and you think you are calling me in

Massachusetts.” Cadee, PDG team member

In summary, being available through information technologies was one of the
important behavior sandards in telework. The managers managed the employees
availability through role modding, rules and protocols, and the control mechanisms were

embedded in the use of information technologies.
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5.2.2.3 Managing the Use of Information Technologies

Because the employees in these two groups were didributed in the tdework
environment, they rdied on information technologies to communicate and work, and
therefore the use of information technologies played an important role in the two teams.
Managers exercised behaviord control in the form of controlling the adoption and use of
these technologies. In this section, we primarily use the adoption and use of IM in PDG
team as an exemplar. The reason why we use IM ingead of other technologies as
exemplar is because IM was more recently adopted than the other technologies such as
emdls and follow-me-phones. The interviewees were better able to recdl and eaborate
their experiences with the adoption and use of IM.

IM had multiple uses in the PDG group. It was used for indicating presence and
datus, for facilitating quick conversaions, for working as a supplementa communication
channdl in teleconferences, and for other purposes.

“It (IM) is a presence indicator; it is absolute substitute for hall way

conversation; a post-it-'come see me or call me'-stick on the door;...it is the side

bar conversation during the meeting.” Diamond, PDG team member

The sde bar conversation mentioned by Diamond meant private taks between
people dtting close to each other during a formal meeting. In a teleconference, everyone
was on the phone, making it impossble to carry on any private taks. With IM, people
could have sde bar conversations during a teleconference.

The director in the PDG group made it clear to his group members that logging

into instant messenger was one of the behavior standards.
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“1 don’t require them to come to the office, | don’t require them to punch a time

card, but | do require on any working day, they are on their instant messenger.

You put ‘I am gonna be on vacation’, or '| am gonna be in a conference’, 'l am

traveling.”” Mack, PDG team director

People in PDG team had various attitudes toward usng IM for work purposes.
Some of the team members had dready adopted this technology in their persond lives,
and thus the trangtion for these people was relatively easy. But some people in the group
were reluctant to adopt the technologies for different reasons. Sedy, PDG team member,
described this variation.

“1 used IM previously with other friends, but started to use it with people in the

group a few months ago, which is now becoming more natural. There are people

who still don’t IM and it cannot be natural for them.” Seely, PDG team member

Due to the varidion in attitudes toward usng IM for work, the manager
condantly sent email reminders to the whole group stressng the importance of using IM.
Gradually, being on IM became the accepted behavior standard.

“Well, Mack had to tell us again and again and again, please use IM. It wasn't

easy. Once he pushed us and pushed us, most of us came on IM.” Seely, PDG

team member

When people violated the behavior standard of using IM, they got “punishment”
for the violation. The same story about one person who refused to use instant messenger
and later got laid off was repeatedly told by several group members.

The adoption process took time, and the other soft rules about how the technology

should be used were gradualy formed during the process of technology adoption. In the
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case of IM, people firs adopted the technology, and then they formed the norm of

indicating their gatus on IM, which was a soft but not an explicit rule. Soft rules, which

are pat of the clan control, will be discussed further in section about clan control. PDG

group member Sedly described the process of adopting instant messenger in their group.

“In the first two months, we would not even be on IM. The next about three
months, not all of uslogininto IM everyday...Thisis the sixth month..., now all of
us are on IM. We till do not always show our status. For example, we go off for
lunch. We don’t change the status in IM. | would say it took us 5 months to
actually adopt it, and it will take another 2 months to come up with the right
norms on M. When do you change status, you log out.” Seely, PDG team member

After IM was adopted, it became one of the mechanisms to manage availability of

the employees, as shown earlier in the availability management section. Mack, the group

director, sarted to rely on IM to manage peopl€ s availability.

5.