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1 INTRODUCTION

1.1  Background for the thesis

Professionalism in the twenty-first century is gnéicant phenomenon as large organi-
zations employ thousands of professionals, and rgenenulti-million revenues. A
well-known example of such trend is the dominantyhe Big Four auditing firms in
their sector. (Muzio & Kirkpatrick 2011.) Recentvédéopments in technology, the
emergence of knowledge economy, and the growingitapce of knowledge-based
work have led to the emergence of new expert ot¢mnmEs which seek to claim the
status of a legitimate profession (Muzio, Hodgdeawllconbridge, Beaverstock & Hall
2011a; Gorman & Sandefur 2011).

Professionalism has traditionally established fitaglthe logical means of organizing
expert work. It has emerged as a significant octtopal strategy providing the domi-
nant principle and form of organizing and contrailiexpert knowledge and skill. (Reed
2007.) Literature has portrayed professions asegiapcategory of occupations that
possesses exclusive rights over their domain oértige. Professions gain control in the
labor market by occupying a special institutionasigion called a market shelter. This
position implies that professions are able to feffdcompetitors and intervening third
parties from their domain of expertise and conth@ entry of new members to their
profession. Once an occupation achieves a marladtieshthey are able to control the
supply and demand of people who can practice tbéegsion and the content of the
services they provide. (Freidson 1994.)

Professions base their existence on claims of eXp@wledge. Their expertise is
founded on a specialized body of knowledge thatfien scientifically grounded on
abstract, formal principles, concepts, and theofesfessional work involves applying
this formal knowledge base to concrete problemsireg the professional to use dis-
cretionary judgment and tacit knowledge in ordesdtve them for their clients’ benefit.
(Abbott 1988; Freidson 2001.) Profession has aedesontrol over its expert knowl-
edge base once the society recognizes its expartidajives it exclusive rights to de-
termine the content of their expertise and knowdedgnce they are bestowed these
rights, professions are able to dictate the pragticheir field without anyone else hav-
ing the authority to interfere with their activéi€dGorman & Sandefur 2011). Profes-
sions, therefore, are privileged to a high degfeautonomy in their work with respect
to their professional judgments and decisions.i@iSmn 1984.)

In addition to having an exclusive knowledge bageat actually differentiates pro-
fessions from other occupational groups is theli-regulating property. Professional
institutions monitor the educational requiremerft® members, award licenses, con-



trol the practice, and discipline members in cagevalpractice. These aspects of inter-
nal regulation are guarded by professional assongtn order to prevent excessive and
unnecessary state intervention and protect théamamy. Mutual trust and confidence
between professions and clients as well as betwesfessions and the state are a pre-
requisite for professions to be in charge of tloan affairs. (Evetts 2011.) Professions
have historically been associated with high sostatus, prestige, and power, which
have intrigued researchers to uncover the charsttsrand processes through which
professions acquire, maintain, and lose power fitef&cFennell 2001).

The process, during which the producers of speedliservices, i.e. professions,
seek to create and control the market for theieetige, is referred to as professionaliza-
tion in literature. By creating a monopoly overield of work, professions are able to
control who can produce their services, and hoveagheervices are produced. Hence,
they are able to control the supply and demandhaif services. (Freidson 1994.) Pro-
fessionalization can be understood as an ongoingeps of negotiations between an
occupation and other relevant actors in a fieldr(@ge, Jarausch & Siegrist 1990). The
purpose of these professionalization projects isito scarce resources, such as knowl-
edge and skill, into an institutionalized systenfinancial and social rewards (Larson
1977).

Although literature has described successful peddesilization projects by a number
of different occupations, some, despite attemsemever succeeded in achieving the
status of a profession. One of these cases is tmgsuvhich has so far failed in its
professionalization projects due to a number o$oaa related to its elusive knowledge
base, and fragmented industry structure (McKeni®2Bluzio, Kirkpatrick & Kipping
2011b). Another occupational group that has yeprafessionalize are management
accountants. They increasingly work under the tfieontroller in Finland (Granlund
& Lukka 1998). Controllers have not been able tim gantrol over the supply of practi-
tioners in their field or regulate the practicetleir market.The lack of occupational
closure is reflected in permeable boundaries tmtweipation, in the absence of manda-
tory training credentials, and the lack of a prefesal association (Muzio et al. 2011a).
As a comparison, their close colleagues, audittage been able to solidify their status
as an established profession similar to doctorslanglers (see e.g. Cooper & Robson
2006). Whether controllers have attempted or made edforts towards becoming a
profession is unlikely.

There is, however, a case to be made for profesiszation — the benefits gained
from becoming a profession are extensive. Autonomgteased financial rewards,
raised social status, and recognition are only sohtiee properties that established pro-
fessions possess. In addition, the discourse degsmnalism is both appealing and
powerful. Occupational groups use the discourserofessionalism to establish their
occupational identity, develop their image, and ii$e negotiate advantages for them-



selves. The ideal of dedicated service and autonerdecision-making is a large part of
the appeal of professionalism, which makes it etitra to aspiring occupational groups.
The discourse of professionalism is also a waymgfroving the occupation’s status and
rewards. (Evetts 2011.) Because of the compellileglogy behind professional work,
the idea of becoming a profession has appealedatty/ raccupational groups (Muzio et
al. 2011b). This reasoning indicates that profesdipation is a goal that most occupa-
tions would aspire to achieve.

There has been much discussion in literature ath@uthanging role of controllers
towards a more business-oriented role in orgamimatisee e.g. Granlund & Lukka
1998 and Jarvenpaa 2001). The growing importane@gdnizations being able to de-
tect changes in their operating environment, asgard to them quickly has created an
urgent need for organizations to produce and aralhyformation in order to stay com-
petitive in the markets. Controllers actively tgkart in strategic planning, decision-
making processes, and change projects (RussajlelSieKulesza 1999). This indicates
that as producers and analyzers of informationd&wision-making purposes, control-
lers’ importance and value in organizations shdudchugmenting. The demand for cost
reduction and budget-consciousness in organiza(iGesdrick & Reay 2011) should
have an enhancing effect on the role of the cdetrol

Controllers have been introduced with a burst af techniques in recent years that
fall within their field of expertise, such as adtywbased costing (ABC), balanced
scorecard (BSC) and so forth (Ahrens & Chapman R00tese new, business-oriented
management accounting techniques have come to entle image and relevance of
controllers in organizations (Friedman & Lyne 199&% the role of controllers in or-
ganizations has made significant steps forwardjoiild be reasonable to assume that
controllers would be inclined to solidify their 8ia through the process of profession-
alization. There are indications that controllesald possess many of the properties and
qualities that are generally associated with pites. The purpose of this paper is to
find out what these properties are and what areghsons behind the fact that control-
lers in Finland have so far failed to professiarali

1.2  Objective and limitations of the thesis

This study will concentrate on the professional@atof controllers in Finland. The
decision to restrict the field of analysis intoiagée country was made to keep the scope
of the study within reasonable limits. In additidime institutional environment in which
professionals operate is predominantly nation-sjgeEee e.g. Goodrick & Reay 2011
and Lounsbury 2007), varying from country to coyntraking the adoption of a wider
perspective on the issue difficult to manage. Havewn order to reflect the profession-
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alization activities of controllers in Finland, tlseate of affairs in the United Kingdom
will be used as a point of reference in this stuhye presupposition of this study is to
assume that controllers have not been able to gsiofiealize in Finland.

The purpose of this study is to examine the occdopaif controllers and find out
how controllers perceive themselves and their wvaskmembers of a distinct occupa-
tional group, and what kind of properties and fesgithey possess. These traits will be
compared to those generally associated with prioiessn order to examine the possi-
bility and the premises of a professional proj8st.studying the occupation of control-
lers, the aim is to discover the promising domaind the obstacles of the occupational
group on its way to professionalization. Finallyistpaper attempts to offer an explana-
tion to why controllers in Finland have not professlized. The research questions are
formulated as follows:

* What kind of properties and qualities the occupatb controllers possesses
in Finland?

* What are the promoting and hindering aspects ofottwipational group in
relation to professionalization?

* Why controllers in Finland have not professionaline attempted to do so?

* Why is the professionalization project of contradlén the United Kingdom
much further?

No distinction is made between a business contratid a financial controller. Man-
agement accountant and controller will be usedcéhtngeably in this study.

1.3 Research methodology and methods

The research methodology in this study is qualitatiQualitative research allows the
researcher to focus on the complex nature of tlea@imenon under study in the context
it takes place (Eriksson & Kovalainen 2008). Whiea dbjective of the study demands
a thorough penetration into a phenomenon, qualdatiethods are the most suitable
(Ghauri, Grgnhaug & Kristianslund 1995). For resbagsroblems that focus on reveal-
ing a person’s experiences or behavior and forygtigdorganizations, groups and indi-
viduals, qualitative research methods are befittimgcause they are exploratory and
flexible (Ghauri et al. 1995; Corbin & Strauss 20@hauri & Grgnhaug 2005). They
are also appropriate when the research tries teratahd a phenomenon with little or
no prior knowledge as they can lead to hypothesilling and explanations (Corbin &
Strauss 2008). Since the phenomenon studied irp#psr has not been studied in the
case of controllers, qualitative research is paldity suitable.

This study will be conducted as an exploratory aese Exploratory research is suit-
able for research problems where there are fevieeatudies to refer for information
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about the problem. The aim of exploratory rese@db uncover patterns, ideas, or hy-
potheses as opposed to testing an existing onefothe is on gaining familiarity and
understanding about the subject and the reseansh@valuate, whether existing theo-
ries can be applied to the research problem oew ones need to be developed. The
approach to the research is typically very open @nttentrates on gathering a wide
range of information and insights. Exploratory egsé rarely provides conclusive an-
swers to research problems, but it gives guidamcéhe direction of future research.
(Collis & Hussey 2003.)

Semi-structured interviews will be the primary nethof inquiry used in this study
as they are a suitable method for exploratory adddtive types of study. This line of
inquiry gives the researcher a framework of themtoesquire about, but at the same
time, it allows flexibility to ask new questions #gey come up during the interview
process. (Ghauri et al. 1995.) Interviewing prosideway of generating empirical data
about a phenomenon by asking people to talk alimit tives (Holstein & Gubrium
2004) and, in this case, about their work and oatap. The advantage of in-depth
interviews is that the researcher is able to consta representation about the inter-
viewee’s standpoints or attitudes, which is madesfde by allowing the interviewee to
answer liberally according to his or her own assesg. These types of interviews also
work well, when studying complicated or sensitigsues, since the interviewer can ask
for further elaboration about the matters. (Ghatial. 1995.)

Research will be carried out by interviewing cohléns with different amount of ex-
perience working in diverse organizations and ffed@nt fields. By talking to control-
lers from different backgrounds, one is able toagbtoader view of the subject and find
out if there is uniformity in the way controllergngeive themselves and their occupa-
tion. The purpose of these interviews is to gaipeespective on controllers’ way of
thinking about themselves as professionals, artidirt if controllers possess properties
that are considered as essential elements of agmioh. Other data in this study will
collected from documents from the Chartered Insitof Management Accountants
(CIMA) and prior literature will play a major part this study.

1.4 Structure of the thesis

The rest of the paper is structured as follows. fiéve chapter reviews the literature on
controllers and describes what controllers actuddlywhat their roles in organizations
are, and what kind of knowledge and skills theyspss. The third chapter introduces
the relevant literature on professions and givesréader an overview of the properties
and qualities that are considered as essentialeslismof professions. The different
types of professions in contemporary economy ae pesented.
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The fourth chapter reviews the literature on preif@salization and presents a
framework of the relevant actors in this processssible obstacles to professionaliza-
tion are presented, and the growing relevance gérozations in professionalization
activities is discussed. The fifth chapter presenésfindings from this study, and the
sixth chapter analyzes the results. The final d@ragaimmarizes and concludes.
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2 CONTROLLERS — STRATEGIC BUSINESS PARTNERS OF
ORGANIZATIONS

2.1  Management accounting as the formal knowledge base

In Finland, accounting is typically separated iti@ parts: financial accounting and
management accounting (Riistama & Jyrkkio 2004haRkcial accounting focuses on
external reporting, which is regulated by generaltgepted accounting principles, and
provides information for stakeholders outside tbenpany. The purpose of financial
accounting is to satisfy external regulatory arghleeporting requirements. (Horngren,
Foster & Datar 1997.) Management accounting measamd reports financial informa-
tion as well as other types of information for mi&@ purposes — managerial decision-
making and organizational control — helping mangsger fulfill organizational goals
(Horngren et al. 1997; Riistama & Jyrkkit 2004).
The Institute of Management Accountants has defimethagement accounting as
follows:
“Management accounting is a profession that invelymrtnering in
management decision making, devising planning artbpnance man-
agement systems, and providing expertise in firhmeporting and con-
trol to assist management in the formulation anglémentation of an
organization’s strategy” (Definition of Managemehtcounting 2008).
The definition was revised to better reflect tharying role of management ac-
countants from transaction and compliance oriesnaibwards being strategic business
partners (Definition of Management Accounting 2008dntrollers’ changing role will
be dealt with more profoundly later in the chap@ne of the most important compo-
nents of management accounting is the formulatiwh ienplementation of strategy in
order to make the business succeed. It also imfiieexpanding role of management
accountants in formulating and implementing stratégefinition of Management Ac-
counting 2008).
According to Horngren et al. (1997) management actiog is concerned with the
following purposes:
* Formulating long-range plans and strategies
* Resource allocation
» Cost planning and cost control
» Performance measurement and employee evaluations.
Innovations in the field of strategic managemertoaating involve techniques for
cost management and performance measurement, ticuter The underlying idea
behind cost management is to control costs by amagycost objects, set targets for
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them, and carry out measures in order to improge-efficiency. Management account-
ing techniques for cost management are activitgdaosting, life cycle costing, and
target costing, just to name a few. Performancesorement has become of increased
importance for organizations in defining, contmd)j and managing critical success
factors. Traditionally, the focus in performanceasigement has solely depended on
financial measures. Increasingly, however, nonriomi@ measures are included in the
analysis. (Partanen 2001.)

2.2 Job description

According to Bragg and Roehl-Anderson (2011) cdl@ra@an be compared to a ship’s
navigator that warns the captain of current or upiog problems that lie ahead in the
business environment. It is the controller's taskntake sure that the company has
planned a route to its profit goal, and offer advadong the journey to this goal (Blazek
1994). Horngren et al. (1997) define controllertias chief management accounting
executive, who is in charge of both managementwatony and financial accounting.
Sathe (1983) divide controller's major respondiiei$i into two: supporting the man-
agement and carrying out financial reporting artérimal control procedures. The for-
mer refers to the task of helping the managemeh te decision-making processes,
and the latter to ensuring the accuracy of findnoi@rmation and the conformity of
internal control practices to corporate policieatf® 1983).

Controllers perform three important functions (Hgnen et al. 1997):

» Scorekeeping
» Attention directing
* Problem solving.

Scorekeeping and attention directing functions $oon compliance reporting and
control, whereas the problem-solving function fausn providing line managers with
relevant information for decision-making purposkanibert & Sponem 2012). Score-
keeping refers to accumulating and analyzing datd, reporting the results to the man-
agement. Attention directing comprises of makinghbopportunities and problems
visible to managers, on which they need to focusblem solving refers to identifying
the best courses of action in relation to the argdion’s goals. (Horngren et al. 1997.)

One of the controller’s traditional roles involvbsing the watchdog and a score-
keeper in the organization. This task refers to itoong procedures, such as budgeting
and measurement practices, which are essentiau@magteeing that organizational
goals and the vision of the company are fulfillétirvenpdd 2001). Budgeting, finan-
cial analyses, profitability analyses, cost manag@mand performance measurement
are only a few of the scorekeeping procedures aactipes that controllers perform in
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their everyday work. In his study, Mattson (198@)irid that annual budgeting and re-
porting was part of every controller’'s job desdopt In addition, the majority was re-

quired to produce different types of calculatiomgluding profitability analyses and

investment calculations. (Mattson 1987).

Perhaps one of the most important tasks of thealtgrtis the production and analy-
sis of information for decision-making purposeseTdontroller should be able to find,
produce, and select the kind of information thatelevant and useful to the manage-
ment’s needs. In order to create the most valugyakers should be included as mem-
bers of the management team. (Jarvenpaa 2001.pAg af the management team, the
controller takes part in the decision-making prsdeg preparing the matters to be dis-
cussed in meetings and directing attention to $seds he or she considers important.
(Partanen 2001.)

In addition to the senior management, the controkéeds to support the line manag-
ers, present them with new ideas, as well as aqureiieir decisions (Partanen 2001).
The controller should not just produce informatibot communicate it effectively to
the management and the organization as a whaie thie controller’s task to promote
profit consciousness and distribute financial krexgle inside the organization.
(Jarvenpaa 2001.) Beyond those tasks, the contislisvolved in decisions about mar-
keting, pricing, distribution, and other areashaf business as well. (Sathe 1983).

The controller takes part in designing and planrimg strategy for the company
(Partanen 2001). Russell et al. (1999) reportegr@ficant shift in the work activities
of financial professionals from traditional accangtwork activities to newer, more
value-added tasks that did not use to belong tad¢hbn of management accounting.
This shift is also evident in Mattson’s (1987) stuoh which about half of the control-
lers took part in strategic decision-making, anaefe than fifty percent took part in
bookkeeping, preparing financial statements, andigidtrative tasks. Since the study
was conducted in 1987, the figure ought to haveedsed, because, at the time, there
were already indications that controllers quiteivaty take part in strategic planning
and their work mostly takes place in budgeting,orépg, and preparing financial
analyses. Fern & Tipgos (1988) also found thatrodiets actively participate in their
company’s strategic planning processes, and tHeeupredicted that the strategic in-
volvement would increase in the future.

In their study, Russell et al. (1999) found thatagement accountants believe that
they will spend less time in the future on tradinibmanagement accounting tasks and,
instead, tasks such as planning and analyzingygramg and consulting management’s
decisions, being involved in operations and infdiamasystems, and carrying out per-
formance evaluations, will consume the majoritytiofe in the future. Partanen (2001)
also found that controllers’ responsibilities exteln participating in information sys-
tems development as well as speeding up reporthgdsille, and adjusting reporting
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procedures to organizational changes. More timspént on internal consulting, long-
term strategic planning, information systems andrafons, managing the accounting
function, improving processes, and performing foiah analyses (Fern & Tipgos

1988).

2.3  The expanding role

2.3.1 Thebean counter

Accountants have long been associated with a $ygieal image of a bean counter.
They have been regarded as a group of people, wholstinate over precision and
form in preference to content. They are monotonmethodical, and conservative, who
persistently and meticulously ‘count beans’. Altgbuthis bean counter image tradi-
tionally has been linked to financial accountaittapplies to management accountants
as well. (Friedman & Lyne 1997.) Friedman and LYb@97, 20) define the concept of
a bean counter as follows:

“An accountant who produces financial informatiomieh is regarded

as of little use in efficiently running the busisesd, as a result, its pro-

duction has become an end in itself”.

In their study, Friedman and Lyne (1997) found tivee managers referred to bean
counters, who did not understand the businesslanal only viewed the business
through accounting numbers. They did not trustittiermation provided by the ac-
counting department, because it did not match thaiitive perception of the business.
The bean counter label has a quite negative cting(Friedman & Lyne 1997) and the
cross-functional appreciation of bean counters imimal within organizations
(Granlund & Lukka 1997).

Bean counters are mainly concerned with writingueaie and correct financial his-
tory by responding to formal reporting needs (Guadl & Lukka 1997). Their focus is
on analyzing typical financial information and puoothg formal financial reports
(Jarvenpéa 2001). Bean counters collect and pranéssnation that emphasizes the
past and has a degree of formality in it. Their pwmication is limited to the account-
ing department and to written reports provided hose outside the department.
(Granlund & Lukka 1997.)

Literature has taken notice of this ‘lost relevdrafenanagement accounting and the
inability of management accounting to provide ralgvinformation for decision-
making purposes, and warned that without any chaniipe management accounting
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profession may jeopardize its status and lead itsehe depreciation of the accounting
profession (Johnson & Kaplan 1987).

2.3.2 Thebusinesspartner

Recent studies have reported that the traditioeahbcounter image of management
accountants as bean counters seems to be dyingemute.g. Granlund & Lukka 1997,
1998; Friedman & Lyne 1997; Jarvenpaa 2001; Vaki&okko 2006). Management
accountants have recognized the issue of providifogmation that is impractical and
detached from the business. Increasing competitegidly changing markets, global-
ization, and customer demand have created a needufinesses to react faster and
adapt to market changes quickly (Burns, Ezzamelc&p8ns 1999). In addition, these
changes have created a need for real-time, forleaking information (Granlund &
Lukka 1998) to be able to stay competitive in tharkets. Demand to be more cus-
tomer-oriented and to create information that Iswant and strategically useful for the
business has put pressure on management accoutdagislve their role from bean
counters towards business-orientation (Granluncu&kia 1998).

Innovations in the field of management accountieg.(strategic management ac-
counting, activity-based costing, life cycle cogticompetitor accounting, customer
profitability analysis, non-financial measures, draled scorecard, and target costing),
and the decentralization of management accountingtion have helped controllers to
shake off their bean counter image (Friedman & Li®@7). Friedman and Lyne (1997)
found that the implementation of a modern ABC systeeakened line managers’ im-
age of controllers as providers of useless infolmnabecause they would now trust the
information that the management accountants pravitiew management accounting
techniques for decision-making and control havepdrblto accelerate the business-
orientation of controllers (Jarvenpaa 2001). Theatton of a decentralized controller
function has also had an impact on raising theepation of controllers as their work
takes place closer to the business itself (Gran&ridikka 1997). In addition, devel-
opments in information technology, implementatidnnoodern control systems, and
software empowerment have promoted the businesmtation of management ac-
countants (Jarvenpaa 2001).

Whereas the bean counter’s emphasis in analysesowdke past, the business-
oriented controller’s orientation is on real-timéarmation on the present and the fu-
ture. The bean counter went the extra mile to nszake that his numbers were precise,
but the business-oriented controller is more camexithat his figures are in the ball-
park, and not spend time splitting hairs with thé@ihe modern controller takes part in
organizational decision-making by stating opinitwased on his or her special financial
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knowledge. The controller can also be considereal @sange agent in the sense that he
pursues not only produce analyses and give recomatiens, but also actively affect
decisions made by the management. (Granlund & LK€y .)

The expanding role of controllers is depicted igufe 1. The arrow represents the
direction of change in controller’s job descriptimving from the bottom up. The bot-
tom two dimensions describe the roles — historiaoh watchdog — played by the tradi-
tional bean counter controller. These roles arebtees of all accounting despite other
roles that emerge further down the line. (Granl&ricukka 1997.)

Member of the management team
Change agent

Adviser
Consultant

Watchdog

Historian

Figure 1 The expansion of the controller’s job digsion (Granlund & Lukka
1998).

The next two levels depict the roles played bylibsiness-oriented controller work-
ing as an adviser and a consultant and being a ereofithe management team as well
as a change agent. The figure depicts the expamdiogntroller’s job description, im-
plying that the traditional roles of historian amdtchdog are still present in contempo-
rary controller's work despite the emergence of meles. (Granlund & Lukka 1997.)
Thus, a typical controller can be seen as bothaa lseunter and a business collaborate
(Lambert & Sponem 2012).

2.4  Skills and competencies

As controllers’ role in organizations is expandisg, are the skills and competencies
required to fulfill new responsibilities. Excelletégchnical skills and knowledge of ac-
counting and finance remain an essential part gfcamtrollers work for fulfilling the
scorekeeping and watchdog roles of management attogu(Jarvenpéaa 2001). Ana-
Iytical skills, being able to produce and analyziimation as well as having expertise
in modern accounting innovations and informatiochtelogy continue to be crucial
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components in controllers’ competence requiremdaisvenpaa 2001; Bragg & Roehl-
Anderson 2011; Byrne & Pierce 2007.) Business-te@rcontrollers are required to
have a thorough understanding of the businessdditian to having the technical
knowledge of financial analysis.

In addition to the hard, technical skills, conteodl are increasingly required to have
soft, interpersonal skills (Byrne & Pierce 2007hn@munication and language skills as
well as the ability to cross professional and fioral boundaries are a necessity for a
business-oriented controller working in a decerteal management accounting func-
tion (Jarvenpaa 2001). A modern controller showdble to work in a team, be acces-
sible, and possess both aggression and politenemsiér to bring matters into conclu-
sion (Byrne & Pierce 2007). High commitment, iniggrconfidence, and leadership
characterize an ideal controller. (Jarvenpaa 2001.)

Extensive knowledge of the business and understgnafi the organization and its
needs are increasingly being required from comrsl(Jarvenpaé 2001; Byrne & Pierce
2007). A competent controller is able to see thedbfrom the trees and the overall
picture behind the numbers. In a constantly chapdusiness environment, the need
for continuous improvement is fundamental for swmli The ability to change, lead
change and continuously develop his job, orgaropatand systems are becoming an
integral part of the competencies of controllerdheesy increasingly partake in change
projects. (Jarvenpéaa 2001.)

2.5 The controller function

Traditionally, accounting has been organized a®rdralized function in Finnish or-
ganizations; however, recent trend has been towhelslecentralization of the man-
agement accounting function. It is postulated thahagement accountants should work
near the operations in order to be closely involw#t the business itself as opposed to
being confined to a restricted department. The mteakized management accounting
function is increasingly being referred to as tbatmller function. (Granlund & Lukka
1997, 1998.) In a larger company, there may berakdéferent levels of controllers,
including corporate and divisional controllers aslvas plant controllers. Usually, con-
troller reports to the most senior executive og,sithether it is plant manager, division
president or Chief Financial Officer. (Bragg & Rééimderson 2011.) This implies a
strong organizational position and importance igaoizational hierarchy for control-
lers, as they are answer to the most senior executi

The controller function is a support function, waasain goal is to serve both line
managers and the top management. When the contrefierts to operational manag-
ers, he or she is much more involved with the laladision-making processes. On the
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other hand, when reporting to the top managemkeatcontroller has greater independ-
ence in relation to the line management. (Lambe8pbnem 2012.) This position im-
plies a very complex position, where the contrgligre required by the top management
to control others, but are also being controllezhikelves. Controllers have to sell their
services to the top management, and at the saneestilstain a good relationship with
the line managers. (Mouritsen 1996.)

The controller function’s authority is restrictedl its ability to provide information
and advice to operational managers (Lambert & SmoR@12). The influence of the
controller function is indirect as it is involved brganizational decision-making and
business matters laterally by affecting informatamd material flows. Controllers can-
not make decisions in line functions on their ot their role as an informational cen-
ter gives them power to affect organizational at&s. (Mouritsen 1996.)

The controller function reports to the top manageinos the state of operating ac-
tivities (Mouritsen 1996)Eighty-four percent of controllers work in direcitéraction
with top management (Mouritsen 1996), which imphestrong organizational position
for the controller function. It is involved in ongaational affairs and decision-making
in line functions by the authority of its close abnship with the top management.
Controllers typically are empowered to take partime functions’ activities and deci-
sion-making processes in situations, where theyesgmt a top management perspec-
tive. (Mouritsen 1996.)

Having to serve two distinct groups — the line nggara and the top management —
implies a very difficult position for controllers be able to manage both responsibilities
favorably. At the same time, controllers need tppsut the business and develop good
relationship with the business managers, but aésp khe top management informed
about the situation and organizational affairs. e groups have different objectives
and expectations about the controller’s role, wtadds challenge to controllers’ work,
as they need to be able to adapt to the situatidnn@aneuver themselves in order to
serve their both client groups successfully.
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3 PROFESSIONS — A SPECIAL OCCUPATIONAL CATEGORY

3.1 Introduction to professions

Controllers are an occupational group that woulth®othe first to come to mind when
discussing professions. Doctors, lawyers, and argddre typically the ones connected
to the term ‘profession’. Professions have distfeetures and characteristics that make
them different from other occupational groups. Wegamined more closely, however,
one is able to find consistencies between the feataf the occupation of controllers
and traditional elements of established professi@efore looking at how the tradi-
tional elements of professionalization may be auplio the case of controllers, it is
worth discussing what makes a profession and viteatierm signifies.

Professions are a distinct category of occupatibas possesses a special institu-
tional position of being able to control their domaf expertise. Through this position,
they are able to determine the content of theirkwknowledge, and skill and control
the practice within their field of expertise (Frewh 1994). Professional knowledge is
based on theory and complex intellectual techniglibe mastery of this knowledge
requires extensive training, usually in universitizvhich are specialized in socializing
students into the symbolic system of the profesdonfessional work is exceptionally
valuable to society and social values, and motd/ate serving the clients and the pro-
fession. Professional work is characterized by gh hdegree of autonomy and self-
regulative rights. Members of a profession enjosease of oneness within the group
and are highly committed to their profession. Aead ethics guides the behavior and
defines the values of the profession. (Leicht &riedh2001.)

Although, there is not a unanimous consensus oméfieition of profession, there
are, however, themes that researchers in thedmglee on when discussing professions
and professional work. Contemporary research ofegsmns is prevailed by four cen-
tral aspects of professionalism (Gorman & Sanda@irl):

» Expert knowledge and education

* Autonomy and self-regulation

» Service orientation and occupational community
» Status, income, and rewards.

Each of these four important perspectives of cirresearch on professions is dis-
cussed next in more detail. In recent years, tlegadmg environment of professions has
undergone major transformations brought on by neyardzational forms, globalization
of professional services, expansion of informatiechnology, and increasing demand
for efficiency, which have come to undermine theyvlundations of professionalism
(see e.g. Gorman & Sandefur 2011 and Goodrick &Rad 1). Professional auton-
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omy, self-regulation, and occupational identity &eing profoundly challenged by
these changes. Although the ideal-type profesdiwaistraditional professions literature
portrays (see e.g. Freidson 2001) have presumadalgrbe extinct, the essential ele-
ments of professional work remain important in eomporary professionalism.

3.1.1 Expert knowledge and education

Professionals apply expert knowledge in their wiarkrder to solve their clients’ prob-
lems (Gorman & Sandefur 2011). Professional worlolves the selection, combina-
tion, and application of techniques that are adpistnd specified to the case at hand,
which makes the application of expert knowledgdidift to turn into routine work.
Professions have the power and the ability to eleclthers from their knowledge base,
control their knowledge base, and define what toempasses. (Abbott 1988; Larson
1977). For an occupational group, a restricted kedge base is a crucial factor in or-
der to monopolize and control a particular fieldesfpertise (Muzio et al. 2011b). As
Freidson (1994) puts it: “Knowledge itself does gite special power: only exclusive
knowledge gives power to its possessors”.

Gaining an occupational control over a field of ert{se requires developing training
credentials, which become the prerequisite to maagtarticular type of work (Freidson
2001). Training for a profession is carried outsomewhat exclusive training institu-
tions that are usually associated with a universityese institutions have two major
tasks: the production of producers, and the pradoaf professionally relevant knowl-
edge. (Larson 1977.) Training institutions are oesible for teaching and qualifying
new practitioners to the field. Professional tnaghiemphasizes theories and abstract
concepts. Practical training may be completely taditbased on a claim that profes-
sionals require the use of discretionary judgmertheir work as opposed to routinely
applying mechanical techniques. It is assumed shatents gain the practical working
experience after they graduate and commence thepers as professionals. (Freidson
2001.)

Education in independent institutes, separate fvamrkplaces, has major implica-
tions regarding the control of expert knowledgecd&ese learning is carried out in an
institution that is not in direct influence of tkkents and employing organizations, the
formal knowledge base of the profession can beantcontrolled by the training insti-
tution. It is able to standardize and control tleetification of its students on its own
terms. (Larson 1977; Freidson 2001.) Once thetutgin has the sole control over the
teaching of future professionals, it is able toteysze, refine, and produce new knowl-
edge and skill over that particular profession id@sen 2001).
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Training institutions are also responsible for fatizing expert knowledge and skills
required to work as a professional in an occupatidield. They are also in charge of
producing, testing, and approving new knowledge @rdpetencies. Expert knowledge
is based on abstract theories and concepts, whecthearned in training institutions.
(Freidson 2001). Most successful professions hakeosvledge base that is both com-
pliant to codification and standardization but feasufficient degree of abstraction,
which makes it difficult for nonprofessionals tkéaadvantage of (Jamous & Pelloile
1970). According to Larson (1977, 31), expert kremige “must be formalized or codi-
fied enough to allow standardization and yet masthe so clearly codified that it does
not allow a principle of exclusion (or discretioi) operate”. Professional knowledge
must have a certain degree of ambiguity and unogytavhich allows the professional
to use his or her discretionary judgment (Freid2odl).

It is beneficial to distinguish expert knowledgéoitwo separate categories: abstract,
formal knowledge, and tacit, experimental knowled@orman & Sandefur 2011).
Formal knowledge consists of information and idiéed are organized by theories and
abstract concepts. Formal knowledge, which is bfleand systematically codified in
texts, is taught in universities and training ingions for students. Because of its ab-
stract nature, formal knowledge cannot directly applied to explicit issues. Tacit
knowledge, on the other hand, is based on experiend cannot be taught in schools. It
is neither verbalized nor codified in textbooks. &lconstitutes tacit knowledge and
how it is used, depends on the work and the prmiesspplying it. (Freidson 2001).
Professionals use both formal and tacit knowledgteéir work in order to solve con-
crete problems for the benefit of their clients (@an & Sandefur 2011).

3.1.2 Autonomy and self-regulation

Autonomy is a concept that has widely been asstiatith professions. Autonomy
reflects the idea that professionals should be ablmake decisions concerning their
work without external pressure from clients, empigyorganization, or anyone that is
not a member of their profession. Professionals diseretionary judgment in their
work, and the only ones qualified to judge theialeations are members of the same
occupation. Professional work eschews bureauceattt administrative controls and,
instead, is controlled by informal, internal mecisams. (Hall 1968.)

Most of the time, the control over the work of msdionals is enforced by those of
the same profession. Therefore, there is a corahtedifference between individual
autonomy and occupational autonomy. (Gorman & Sand#011.) Self-regulation is
an essential factor in ensuring professional autgnand control (Larson 1977), and it
has traditionally been considered as one of thindis/e elements that separates pro-
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fessions from other occupations (Boyd 1998). Lieenprofessions, that is, those pro-
fessions that have exclusive, legal jurisdictiorerotheir field of expertise, enjoy the
highest degree of autonomy and self-regulativetsig@hiarello 2011).

Most of the time, self-regulation is exercised bgpfpssional associations. Profes-
sional associations have both formal and inforntalgr to influence practice in their
field. They use informal power to influence the &ebr of its members, but also apply
formal power to discipline their members by sanwi@nd even expulsion from the
institution. (Freidson 1984.) Professional assommet monitor the education and train-
ing requirements, award licenses, control profesdipractice, and discipline disobedi-
ent members (Evetts 2002). Professional assocgaom central actors in shaping and
maintaining consensus about the boundaries, behand membership within the pro-
fession. These institutions negotiate and repret@mt profession to other groups and
instances. Professional associations also moniteir imembers’ compliance to the
rules, practices, and standards of the profesgi@Breenwood, Suddaby & Hinings
2002.)

Professions practice self-regulation in order totget their autonomy from outside
regulation and intervention by the state (Evet820A well-known example of a fail-
ure in the practice of self-regulation by a proi@sss the case of Arthur Andersen. The
collapse of one of the largest accounting companidise world was the result of com-
promised professional judgment and independenciskauditors. This scandal was a
failure in the professionalization project of aodi and lead to increased regulation of
the profession by the state authorities, includimg Sarbanes-Oxley Act that followed
the scandal. (Suddaby, Gendron & Lam 2009.)

Professional employees have a high tendency tosgppeing controlled by others,
and they have been shown to be exceptionally eegisb administrative attempts to
implement new work behavior (Hekman, Steensma,eBigl Hereford 2009). Profes-
sionals approach restricted autonomy in differemtysy some comply, some resist.
(Gorman & Sandefur 2011). One group conforms tanghmy organizational controls
and policies, but at the same time, another grduprofessionals resists them and
spends as little time on administrative tasks assipte (Hoff 1999). For example, in a
study conducted by Hoff (1999), a number of dockieged that they were trained to
take care of the patients and spending time on radirative tasks, and complying with
bureaucratic policies takes time away from theingpal task of patient care. Adminis-
trators tend to promote organizational interedfgiency and profitability, which con-
flict with the core value of professional work -oducing high quality service to their
clients. This conflict of interests between profesal employees and administrators
creates rivalry between the two groups in orgarinat settings. (Freidson 2001.)

Today, professional work takes mostly place in éaegnploying organizations that
exercise control over their professional employeespposed to the administrative elite
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of the profession itself. (Gorman & Sandefur 20ddicht & Fennell 1997.) Profession-
als are under increasing demand for cost detainareshiprofit generation, which may
compromise the quality of service and professi@thics. Standardization procedures,
reporting demands, and practice guidelines are ariéw of the control mechanisms of
organizations that threaten the autonomy of prafesss influencing the work condi-
tions as well as the expert work itself. (LeichE&nnell 1997.)

3.1.3  Serviceorientation and occupational community

The concept of service orientation in professiomafk is depicted by the idea that the
professional works in the best interest of thentliend does not exploit this arrange-
ment (Goode 1957). Professionals are expected #eeireclients with the best of their
ability and use their professional discretion ardegtise for their clients’ benefit. They
are expected to remain loyal to their clients aatbetray this trust. Professional work
is founded on the fact that the problems, whichfgesionals are required to solve, are
such that the clients themselves do not know hogliadgnose or treat. It is also possible
that they cannot recognize that they are actualbgd with a problem without consult-
ing a professional. (Hall 1975.)

Many times, the client cannot judge the competesfcy professional. This imbal-
ance between the knowledgeable and the ignoraatesra situation, where the well-
informed party may exploit the uninformed one. (@@d957.) Although, this situation
of asymmetric information is a source of powertfog professionals, it is also a justifi-
cation for the special ethical responsibilities &ods their clients (Gorman & Sandefur
2011). There is a great incentive for professiot@ksxploit this situation, but they typi-
cally do not take that path. Exploitation wouldvitably lower the prestige of the pro-
fession, and expose it to stricter external intetio® and control. Therefore, the com-
munity uses extensive self-regulative controls, anbjects its members to strict social
control in order to protect its profession from @sations of malpractice. (Goode 1957.)

Traditionally, professions have been considerecbasmunities of common training,
socialization, career paths, working conditionsvasdl as having a shared identity,
norms, and culture (Gorman & Sandefur 2011). Peidesl culture differentiates the
members of a profession from others, because blsetinside the group understand
the meanings of their symbolic system (Hall 19T&)cupational community refers to a
group of people that are involved in same type ofkwshare the same values, norms,
and perspectives in work and life in general, atbse relationship exceeds work set-
tings (Van Maanen & Barley 1984). Hence, the memlbérla profession are linked by a
sense of common identity and a similar view of.lifdey also share a common lan-
guage that is only partially understood by outsdéGoode 1957.)
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The community has informal power over its membershe rules inside the group
are clear and socially enforced (Goode 1957). Aecoflethics states the appropriate
behavior towards the clients and colleagues by lwtlie members of a profession must
abide. The compliance to these codes is enforcddfbomally and informally through
castigation, expulsion, and isolation from the camity. (Hall 1975.) In addition, the
occupational community exerts social control ogsrmmembers through education and
socialization processes (Goode 1957). Professimhatation is aimed at fortifying stu-
dents’ commitment and identification with their apational community. A sense of
oneness is further strengthened by the common grabthat professionals face in their
everyday work. Arduous entrance examinations alwh@ period of education are fac-
tors that increase the commitment to a career enctiosen profession. Training also
socializes students into the occupational culturéhe profession. Commitment, rich
occupational culture, and a privileged social idgntinforce students’ inclination to
make a lifelong career in the profession. (Freidz0nl.)

Occupational community, with its shared identity axperiences that bring together
a group of professionals of the same occupatiobeiisg challenged by recent changes
in economy. Changing working conditions and newn®rof organizing work under-
mine the shared ethics and occupational relatipisshiat used to allow for internal con-
trol and self-regulation within a profession. Indéebn, new forms of organizing work,
such as multidisciplinary teams, demand collaboratiom members of different occu-
pational groups, which can weaken the assimilatioprofessionals with their occupa-
tional identities. (Gorman & Sandefur 2011.)

3.14  Status, income, and rewards

Typically, professions possess a high social stang prestige (Johnson 1972). Al-
though, a high social status indicates high incame other financial benefits, it also
refers to being in a position to influence socialey. Professions have the power to af-
fect change, because of their access to socidyrayjland symbolic capital. (Suddaby
& Viale 2011.) Traditionally, this property of pedsions has been connected to their
training in higher-level institutes and providingrgces to social elites that respect
those institutes (Freidson 1994). High-status @msites used to be the ones with the
highest pay and power. A high status honor demaadsédtus-appropriate wage, which
used to be a major factor in determining the higtome of professionals (Collins
1990). Even today, professionals secure relatiiggir pay, which may be credited, in
part, to licensing and educational requirements ltiedp secure profession’s occupa-
tional closure (Gorman & Sandefur 2011).
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Occupational closure can be defined as followsci@aroups formed around posi-
tions in the division of labor (i.e., ‘occupatiopgonstruct and defend social and legal
boundaries that, in turn, affect the rewards ofrtheembers” (Weeden 2002, 59). Pro-
fessions set criteria for educational credentials exclusive expertise to exclude others
from their occupational knowledge base. By creaéingonopoly over a field of exper-
tise, professions limit the supply of a particusarvice, thus collecting rewards they
would not be able to gain absent the monopoly. @#&ee002.)

Unions, professional associations, and governmesttsblish boundaries to the ob-
tainment of necessary credentials to practice tiogprofession, which limit the supply
of labor. Occupational closure ensures privilegesaf profession at the expense of an-
other group, whether it is customers having to aaygher price for their services or
employers having to pay larger wages for profesdi@mployees. (Weeden 2002.)
Hence, there is great incentive for other occupaligroups to attempt to seize control
over the assets of privileged professions, whiahmstantly need to be on guard to pro-
tect their advantages (Abbott 1988).

Weeden (2002) has differentiated four mechanisms éxplain how occupational
closure increases the rewards. The first mecharsghe restriction of supply. Occupa-
tional closure creates a false undersupply of idd&is who are qualified to provide a
particular service or perform certain work task¥eeden 2002.) Restrictions to enter an
occupation can be achieved through educationakateds, which certify that an indi-
vidual practicing an occupation has the skills #mel competence required to perform
particular work tasks. Any constraints on the &piio attain these credentials shrink the
amount of people that have the relevant skillsedgsm that particular of work. The
oversupply of practitioners may lead to internahpetition and result in a low average
income for the profession. (Freidson 2001).

Licensure is another course of action to resthietsupply of professionals in a given
occupation. (Weeden 2002.) It is an effective meansnprove the economic advan-
tages of a profession and to restrict the entryef practitioners to the field, as it
would be criminal to practice certain work withaulicense (Stigler 1971). Licensing
implies that candidates willing to enter a partcubccupation must obtain a permission
to identify themselves with an occupational titledgoractice a particular set of work
tasks. Licensure restricts the access to entercampation from those individuals that
have not met the requirements, thus restrictingstiygply of practitioners in a given
occupation. (Weeden 2002.) Licensure requiremesatd to a lower supply of practitio-
ners and thus higher wages for the licensed priofesls (Stigler 1971).

The second mechanism that affects wages throughpational closure is the crea-
tion of demand for services provided by an occupatHowever, increasing the abso-
lute demand fails to produce extra income for tbeupation, if they cannot channel the
increased demand to their own products or servig¥seden 2002). In order to suc-
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ceed, the occupation must protect its jurisdictibosn the intrusion of other occupa-
tional groups. (Abbott 1988). Hence, the third nmeetbm that has an effect on the re-
wards through occupational closure is the changadinthe demand for a service to a
particular occupation. The final mechanism to iasee rewards through occupational
closure is by signaling the quality of service.r&iling is a strategy used to inform cli-
ents of the quality and level of the service preddy a profession, which induces them
to pay a higher price for the services. (Weeder2200

3.2  Categories of expert labor

The traditional literature on professions is heafdcused on the properties and activi-
ties of so-called liberal professions, such as alsctlawyers, and auditors. Recently,
however, research has recognized that besidestlependent professions, there are
other occupational groups that can be considerepra®ssions. It is worthwhile to
make a distinction between these groups, and futduat differentiates occupational
groups from one another.

Reed (1996) has introduced an influential categtion of expert labor. He divides
expert labor into three distinct groups: indepenaeriberal professions, organizational
professions, and entrepreneurial professions owlauge workers. This grouping is
based on their respective knowledge bases, powaegtes, and organizational forms.
Each of these groups will be discussed in moreldetat.

3.2.1 Independent liberal professions

Liberal or independent professions, such as doetogslawyers, have historically been
the most successful in their professionalizatiotivdies. Because their services are
such that they can be offered to individual clienkey can practice their profession
independent of organizations (Freidson 1994). laberofessions have been able to
‘blackbox’ their area of expertise, that is, compantalize key aspects of their expert
knowledge and techniques to make them standardimddsimplified in order to gain
stability, portability, generality, and legitimady a wide range of jurisdictions. This
way, the liberal professions are able to contr@ possession of their occupational
knowledge and skill. (Reed 1996.) Liberal professiepitomize what traditionally has
been considered as a true profession and mose @éfiearch on professions is based on
the study of liberal professions.

The formal knowledge base of independent professisrbased upon standardized
and formalized body of theory that has a suffic@egree of abstraction, but is not eas-
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ily routinized. (Larson 1977; Abbott 1988). Coddi&nowledge base is a prerequisite
for being able to standardize ‘the product’, buth@ut a certain degree of abstraction,
the field offers an easy access to outsiders algdtéacreate a monopoly over a field of
expertise (Larson 1977). By developing and coritrgltheir knowledge base, liberal

professions have been very successful at gainiogoggic, political, and cultural power

from their expertise (Reed 1996).

Independent professions’ power strategy is to er@atmonopoly over their expert
knowledge base and guard their domain of exper@seupational closure has been a
very effective strategy for liberal professionsnmonopolizing their field of work. The
organizational form that independent professiorgpadh order to claim authority over
their domain of expertise is through collegialitydahierarchy. (Reed 1996.) The pri-
mary means for liberal professions’ claims to ekperin their field are informal colle-
gial control and formal occupational control stures typically enforced by profes-
sional associations and the administrative elitdhefprofession itself. (Freidson 1984.)

The liberal professions have been under incregsiagsure brought on by political,
economic, and technological changes that are reshastablished institutions and
structures (see e.g. Evetts 2011 & Muzio & Kirkpkir2011). Some of the authors
have claimed that these changes have started dbegs of ‘deprofessionalization’ dur-
ing which liberal professions lose control overitleecupational knowledge base, and
are made redundant by the state and large corposafsee e.g. Johnson 1972). Other
authors argue that these changes will not leadtination, but to more fragmented and
polarized professions, which will not remain asidl as they were before (Freidson
1994).

3.2.2 Organizational professions

To a certain extent, all professions are dependerdrganizations. Organizational pro-
fessions are more clearly contingent upon the ext& of organizations than liberal
professions, for example. Organizational professiapply elements of professionaliza-
tion in order to justify their power within orgamitons and act against the bureaucratic
hierarchy of their organizations. (Larson 1977.g&pmizational professions, such as
managers and administrators, are unable to mormepaind control their knowledge
base in the same extent as the liberal professitimsr knowledge base is not as ge-
neric and abstract as that of independent professiorather, it is more organization-
specific and localized. (Reed 1996.) Without aaardegree of abstraction, the juris-
diction these professions claim in their field odpertise is weak (Abbott 1988). Be-
cause of their indeterminate knowledge base, thepat achieve as strong control over
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their field of expertise as liberal professions aain the position of monopoly over
their expertise. (Reed 1996.)

Organizational professions have the cognitive authriical capacity to take advan-
tage of their contingent and localized knowledgeulgh partial occupational closure
and control. The power strategy that organizatigmafessions have at their disposal is
credentialing. (Reed 1996.) In order to secure phuwvand privileged positions in or-
ganizational hierarchy and control the bureaucratachinery of organizations, these
professions take advantage of their extensive arghanal knowledge (Reed 1996;
Muzio & Kirkpatrick 2011). Organizational profesa® benefit from bureaucracy and
organizational rationalization, as they demand fdreontrol systems, which are de-
pendent on their extensive knowledge of the orgdiun. (Reed 1996.) Although, or-
ganizational professions may have control over &@ganizational resources, they may
also be subordinate to other occupational groupsrganizational settings (Ackroyd
1996).

Over the last decades, organizational professiame blearly benefited from techni-
cal and organizational rationalization that largerporation have widely adopted
(Crompton 1990). Recently, however, advances ihrielogy and demand for cost re-
duction have had an impact on organizational psifes as well (Reed 1996; Ackroyd
1996). Large corporations no longer depend on tigarozation-specific knowledge,
which was once the competitive advantage of orgaiozal professions. With the help
of information technology, this knowledge can nosvrbore easily accumulated, stored,
and distributed in organizations. In addition, Eayganizations have adopted trends of
downsizing, de-layering, lightening administratiprasxd rationalizing organizational
hierarchy, which have taken away a large amounal in the lower and middle man-
agement and support functions, which are typicatlgupied by organizational profes-
sions. (Reed 1996; Ackroyd 1996.)

3.2.3 Knowledge workers

Knowledge workers or entrepreneurial professionshsas business consultants and IT
analysts, base their existence on esoteric andgiti® knowledge base in order to
claim control over their area of expertise (Reeflg)9According to Blackler, Reed and
Whitaker (1993), today’s competitive markets reguiusinesses to be increasingly cus-
tomer-oriented and knowledge workers are criticalthis process. They base their
power and control on their theoretical knowledgeehanowledge workers have re-
fined technical skills, which are united with prefv-solving abilities and abstract rea-
soning, which they apply in their work. (Blackletr al. 1993). Knowledge workers’
expertise relies on theoretical knowledge, anaytiechniques, and tacit esoteric skills,
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which are not easily incorporated into organizaiopractices, processes and control
systems. (Starbuck 1992.)

The power strategy of knowledge workers is to défand reinforce their expertise
by specializing in complex tasks that are resistanbureaucratization and organiza-
tional control (Reed 1996). In order to gain ocdigreal control over there area of ex-
pertise, entrepreneurial professions adopt marésedb strategies and take advantage of
fashionable knowledge (Fincham 2006). Knowledgekens are typically found in do-
mains, where the rate of change is fast, becawsedkpertise in these fields is highly
valued by employers. Knowledge workers are inclite@dopt an organic or network
type of organizational form characterized by flayp low hierarchy, and autonomy.
(Starbuck 1992.) Knowledge workers endorse a farprafessionalism that is a hybrid
between independent and organizational profesg¢asd 1996).

As already mentioned, the liberal and organizatipnafessions have been under se-
vere threat brought on by the economic, politiealgd technological changes in recent
years. However, the winners in this changing opsgaenvironment have been the
knowledge workers, who have been able to take ddgarof these changes by taking
over new domains and enforcing their existing ojegafields for the detriment of both
independent and organizational professions. (R666.)

Out of the three categories of expert labor, coletr® will most likely fall into the
latter category. Whereas liberal professions haenlable to attain a market shelter and
monopolize their domain of work, controllers hawa achieved that privileged posi-
tion. There are no restrictions on who can pradE@ controller, although the correla-
tion between one having a degree in business stusliékely very high (Jarvenpéaa
2001). Whereas controllers do not exert power imseof line authority outside their
own department, they do exert a force or influelbgenterpreting and reporting rele-
vant data in order to help managers make bettersiméd decisions (Horngren et al.
1997). This indicates that, despite the lack oé lauthority, controllers have informal
power to affect decisions. As the power of con&i@lldoes not rest upon bureaucratic
credentials or formal hierarchical status, theyncdirbe categorized as belonging to or-
ganizational professions, which do rely on theilitpal status and position in the or-
ganizational hierarchy.
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4 PROFESSIONALIZATION — BECOMING A PROFESSION

4.1  Professional formation as a process

Professionalization is a concept used to deschibedsult of a successful ‘professional
project’ (Leicht & Fennell 2001). Apart from siggihg the outcome, professionaliza-
tion may also describe the processes, by whichrgan@zed occupation makes claims
to specialized knowledge and competence, obtairexensive right to a particular type
of work, controls the training and access to tleédfiand determines the way the work
is performed and evaluated (Freidson 1994). “Then tprofessionalization’ may des-
ignate distinguishable divergent processes, whaduowithin institutions of learning,
the division of labor, the economic market, andaaref political and social power”
(Siegrist 1990, 177). These processes lead to leehigultural, social, and economic
status and, thus, increased power for the professa whole and individually (Siegrist
1990).

Professionalization can be considered as a profesisproject that develops in time.
The purpose of these projects is to attempt tostomm scarce technical and cultural
resources into an institutionalized and secureegystf financial and social rewards.
(Larson 1977.) During professionalization processeganized occupational groups
negotiate ‘occupational settlements’ over a pedbtime with other actors in the field
(Burrage et al. 1990). A professionalized occupaisoable to define a set of work tasks
as their exclusive domain, and defend it againstpeiing occupations and external
influences. (Leicht & Fennell 2001). As explainedtine previous chapter, occupations
use occupational closure as a significant strategggulate the supply and demand of
their services and, thus, enhance the value of thaik, and gain significant economic
advantages (Larson 1977).

Relevant authors take on different approaches ptagxng the phenomenon of pro-
fessionalization (Abbott 1988). Abbott (1988, 1&shconceptualized professionaliza-
tion as follows:

“Expert, white-collar occupations evolve towardparticular structural
and cultural form of occupational control. The sttwral form is called
profession and consists of a series of organizatifmm association, for
control, and for work. --. Culturally, professiotegitimate their control
by attaching their expertise to values with genemaltural legitimacy,
increasingly the values of rationality, efficieneyd science.”
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4.2  Multi-actor model of professional formation

Burrage et al. (1990) have proposed a model ofegeibnalization for analyzing rele-
vant actors in professional formation. As mentioreatlier, professionalization is a
process during which different groups negotiatectpational settlements’ with other
actors in the field. During these negotiationsfedldnt groups use various resources,
tactics, and strategies in order to achieve thaitiqular objectives. Burrage et al.
(1990) define four actors involved in professiopafion processes, and a fifth actor —
employing organization — was later proposed by Mwtial. (2011b) to better take into
consideration the growing role of organizationgiafessional formation. Each of these
key actors plays a role in professionalization psesc The actors are (Burrage et al.
1990; Muzio et al. 2011b):

» Practicing professionals

e State

* Clients

» Universities and other training institutions

* Employing organizations.

This framework states that professionalizatiomtsrplay between these five actors.
Each of these actors has particular resourcesesite and strategies, which they em-
ploy in the negotiations in order to achieve thrticular objectives. All of the actions
that the actors engage in depend heavily on thisidas and policies imposed on by the
state. (Burrage et al. 1990.) Figure 2 below itaists the relevant actors in the process
of professionalization in the form of a pentagon.

Clients

Universities and
other training
insiitutions

Practicing
professionals

Employing State
organizations

Figure 2 Actors in professional formation.

Each of the actors is more or less involved ingharess of professionalization de-
pending on the case. As the figure shows, pragtipiofessionals are just one of the
actors in the process and are heavily dependettieonther four actors in their profes-
sional projects. This framework is used for anabjtpurposes in order to take into con-
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sideration the relevant actors involved in profesalization processes. It does not state
how these different actors interact with one anotinevhat kind of impact they have on
a single professionalization process. The purpdgti® framework is to consider the
relevant actors in the process and analyze théaeships and impact of the actors on
each other and on a particular professional profBctrrage et al. 1990.)

4.2.1 Practicing professionals

Practicing professionals are, certainly, the ketpracin their own professional devel-
opment. They aim for self-regulation and autonomyatiempting to control the entry
of new practitioners into the field and the praetaf the work in their field (see e.g.
Freidson 1994; Larson 1977). However, professionafmot achieve that goal alone;
they need collaboration from other actors in tleédfas well, but at the same time, strive
to minimize the cost to their autonomy. (Burrageaket1990.) Occupations form alli-
ances, arrangements, and strategic relationshighsother relevant groups that can as-
sist them in their profession projects (Suddabyi&l&/2011).

Occupations have certain resources that give tlterandgage in the negotiations with
other actors. The first resource is organizatiohictv Burrage et al. (1990) separates
into four different types. One type of organizatimncentrates on the knowledge base
of the profession, for example, the academy orersity. They are interested in devel-
oping the knowledge base of the profession, whiclthe foundation of professional
work. Another type of organization is interestedrépresenting and lobbying for the
profession, which is usually a professional assmriaOne organization takes interest
in looking out for its members’ interest and negtas on their behalf. Yet, another or-
ganization is in charge of regulating professigoralctitioners by examining and quali-
fying them. (Burrage et al. 1990.) These forms rgfanizations may overlap or be con-
centrated under the administration of only one oizgtion.

The second resource that practicing professiorale fat their disposal is ideology
(Burrage et al. 1990). Ideology is a powerful tém gaining political and economic
resources required to establish and maintain stditus ideology of professionalism is
concerned with justifying the privileged positioh the profession and the status and
authority of its members. (Freidson 1994.) Membwrs profession are unified by a
common ideology that is used by the leaders ofgsgibnalization projects and shared
by all members of the occupation (Larson 1977) réfgssion is only an abstract notion
before it evolves into an institution, that ispitly exists in the perceptions of people
and not necessarily in reality. Therefore, ideoldgya powerful resource that profes-
sions use to turn those perceptions into realityinorm ideology is crucial to group
cohesion, and to gain recognition and acceptarmee futside the group. Ideology is an
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inspiration for the practitioners, but it also ctvass them from unethical behavior.
(Burrage et al. 1990.)

Controllers have not been very effective at orgagizhemselves at least in the Fin-
nish context. They are not represented by a priofesisbody, which is quite an essen-
tial establishment in looking out for their memberterests and bargaining with other
actors in the field for their members’ benefit. Fkspect of not having a representing
association is quite exceptional, since Finlandahkmsng tradition of associational activ-
ity. There are about 135000 registered associafidhdistysrekisteri 2013) in a country
of about five million people, which is quite a largumber for a small country. The
freedom of association is protected by The Congituof Finland (Yhdistysrekisteri
2013). The institutional environment is more thartife ground for groups to organize
themselves in a manner decreed and recognizecedguh

One possible reason for the lack of a professibody is the existence of another,
quite powerful association, The Finnish AssociatmhBusiness School Graduates
(SEFE) with over 33000 members in Finland. It abm&nhance the working life and
salaries of Masters of Science in Economics andngas Administration, their terms of
employment, and occupational well-being (SEFE 20TBe membership for the SEFE
is optional and restricted only by the degree, Whine must have in order to apply for
membership. The Finnish Association of Businesso8kkeraduates represents those
that have obtained the qualification in questiod snnot a professional association that
represents a particular occupational group. Howeves very likely that most control-
lers in Finland have a master’s degree in busiegsgfies, which makes the SEFE their
closest representative body. Of course, it doeswook towards enhancing the status of
controllers in particular, but instead for the emtgroup of people with the particular
degree, despite the occupational group to which bleéong.

This association, therefore, does not help theggsdbnalization project of control-
lers on a group level, although it may improve ttiveorking conditions individually.
Perhaps, if there were a professional body that dea®ted to controllers exclusively,
they would be more inclined to belong to an assmriahat was more exclusive in a
way. Maybe it would even enhance the identificatdrcontrollers with their occupa-
tional group and not so much with their educatidreadkground.

422 Clients

The second actors in professional formation areclieats of professional services. Cli-
ents largely dictate the type of strategy and amgdion professions adopt in their pro-
fessionalization activities. (Burrage et al. 1990lients have considerable influence on
professional practice through their acquisitioratstgies and preferences (Muzio et al.
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2011b). Each client group has different amountmfgr at their disposal to influence
professional practice, which is the reason whyegssibns build different kinds of rela-
tionships with different types of clients (Burragieal. 1990).

For example, a private client is an ideal clierdcduse it has little authority and
power to influence professional practice as oppdsed private employer, which has
the power to restrict the autonomy and control raffgssionals employed by the com-
pany by dictating their income level and workinghditions. (Burrage et al. 1990.) In
addition, organized, large clients are likely tor@dad that the quality standard is con-
stantly high and uniform (Abbott 1988). Overalletimore general and disorganized the
clientele is, the more convenient the situatiofoighe profession (Larson 1977).

As already mentioned in the previous chapter, @égpgse knowledge in their work
that is difficult for their clients to judge andauate creating a situation of asymmetric
information, of which it would be easy for professs to take advantage. This, how-
ever, would undermine the very foundation upon Wipcofessionalism rests. The the-
sis of service orientation and always working taygathe best interest of the client is
essential element in professional work. (Goode J)9biist and confidence are, there-
fore, key aspects in the client—expert relationshipd breaking them would inevitably
lead to serious consequences for the professioett@&E2011). Practicing professionals
have been described to keep a certain distancesbrtihemselves and their clients in
order to be able to remain as objective and imglaa8 possible in their judgments. Per-
haps because of this reasoning, the client—expktionship in literature has been de-
scribed as formal, impersonal and distant. (Han5Lp

The clientele of controllers is internal; that e®ntrollers’ services are directed for
people within the same organization. As alreadytroead in section 2.5, the controller
function is a support function implying that corlees’ work involves producing ser-
vices for the business. It seems to be very orgdiniz-specific as well as position-
specific for whom controllers direct their servic@éhereas one controller may produce
analysis and calculations for top management’s st@timaking processes, another
offers financial support for line managers. Somepaorations, typically larger ones with
several distinct divisions, may have adopted aimatganization in which the control-
ler may have dual reporting responsibility and sesgveral functions and businesses at
the same time. The job description may also vatwéen controllers in different posi-
tions, which has a direct effect on the clientdla particular controller.

Controller’s clients are also their colleagues betthey are higher or lower in the
organizational hierarchy or on the same level. Bniangement implies that there is not
a traditional, formal relationship between conedl and their clients. Instead, the rela-
tionship is cooperative, supportive and informadn@ollers work in close cooperation
with their clients, which is required in order foontrollers to serve their clients to the
best of their ability.
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4.2.3 Universitiesand other training institutions

The third actors in professionalization are uniitexs and other training institutions
(Burrage et al. 1990). The essence of a profeslsfpogect is ‘the production of pro-
ducers’ of professional services. This part of finecess takes place in universities.
Monopolized and standardized production of profesas is an indispensable step to-
wards market control and occupational closure imjtiing the number of professionals
on the market. (Larson 1977; Muzio et al. 2011khg Dverproduction of producers
may lead to falling prices paid for professionaivgges or labor and cause unemploy-
ment in a group of highly trained professionalsadigition, it would endanger the social
status of professionals — the security of sociasfige and standards of living as well as
the attractiveness of professional work. (Larson7)9

In addition to being a producer of experts, uniies are in charge of producing
relevant knowledge in the field. Their main reseuix the creation, maintenance, and
dissemination of knowledge that professionals applgheir daily work, and the status
that their degrees brings to those who have coexblédtem. (Burrage et al. 1990.)
Training institutions provide the knowledge basg] aertify that the professionals with
their degrees have the technical competence afity @bisolve their clients’ problems.
(Muzio et al. 2011b.)

Sometimes, however, the interests and goals ofewsities and practitioners do not
coincide with one another. The training institusanay be more interested in producing
new knowledge and doing high-grade research thachteg students practical skills
that the administrative elite of the profession mig/ant. The syllabus of universities
may not respond well with what the professions mrgluire and insist. Training insti-
tutions are, therefore, an important actor in th&fgssionalization projects of occupa-
tions. (Burrage et al. 1990; Larson 1977.)

Although, there are not formal educational requeata on who can work as a con-
troller, it would seem likely that most controllers Finland have a master’'s degree in
business studies. This particular university degrae be obtained from ten different
institutes of higher education in Finland (Koulutati 2012). Master’'s degree in eco-
nomics and business administration is a respeagred and most of the time required
by employers from applicants applying for controfigoositions. As research and teach-
ing in these institutes is organized under the sastablishment, they are markedly in
charge of both producing new controllers to thekatarand developing the knowledge
base of the occupation.



38

424  State

The fourth actor involved in professionalizatioriigties is the state. The state has the
power to either hinder or advance professionabzaliy imposing laws and regulations.
It is involved both directly and indirectly in eyeaspect of professional work. (Burrage
et al. 1990.) Only the state has the authority éamit or impede restrictive arrange-
ments, such as monopolies. All professionalizadictivities need the sponsorship of the
state at some point in time. (Muzio et al. 201Tihg importance of the state as a me-
diator and regulator of professional life cannotigpeored when analyzing profession-
alization processes of occupations (Burrage €t98l0).

The state has the power to officially define antégarize particular type of work, to
empower the structure of labor force and settlpudiess within it. It also has the power
to defend market shelters, recognize educatiomalerttials, and acknowledge a profes-
sional ideology. Professions may enjoy autonomgh@ir own economic sector, but not
in the wider society, since they are dependenthencbercive power of the state as a
source of empowerment and support. (Freidson 200%)interdependent relationship
between the state and professions has been itedtas a ‘regulative bargain’, by
which the state grants a particular professionrautty and exclusivity over a field of
work in return for support and assistance in otdemaintain its authority and legiti-
macy (Robson, Willmott, Cooper & Puxty 1994).

Different nations vary significantly from one anethwith regards to how they
choose to exercise centralized control over pddrcunstitutions, such as professions.
At one end is the United States, which allows esttenautonomy to independent asso-
ciations and private institutions permitting thesrbe in charge of their own affairs with
minimal intervention (Freidson 1994; 2001). At thimer end is France, for example,
which has a strong central government that exey@satralized control, but still allows
for independent political and economic activity gieison 1994). Hence, the role and
influence of the state in professional formatiomies from country to country, which
largely dictates the degree to which the stategptayole in professionalization projects
in different countries.

The Finnish government is very little involved iontrollers’ affairs. The state does
not regulate what kinds of credentials are requirech controllers in order to work as
one. The state does not regulate the practiceeofvbrk of controllers, except for the
legal reporting responsibility of those controllénat are in charge of financial account-
ing. The state of Finland does not see it as nacg$s impose regulations on the prac-
tice of controllers or restrict access to the field
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4.25 Employing organization

The fifth actor involved in professionalizationtlee employing organization (Muzio et
al. 2011b). Because most professional work takasepin organizations, the role of the
employing organization is becoming increasingly amgant in professionalization ac-
tivities (Cooper & Robson 2006). Employing orgami@as are significant actors and
sites for professional regulation placing constsaion the autonomy of professionals
(Suddaby, Cooper & Greenwood 2007).

The employing organization is, perhaps, the magticant actor in the professional
formation of controllers. Controllers depend onarigations for employment and their
work invariably takes place in organizations. Tharkvof controllers is heavily depend-
ent on and determined by the organization in wiidy work. The role and influence
of employing organization will be discussed moiberately in section 4.4.

4.3  Obstacles to professionalization

Despite attempts of a number of occupations togssibnalize, they have been unable
to gain professional closure, and acquire a mathkelter and thus control the practice in
their market (Kyrd 1995). Without legal restrictiorcompulsory educational credentials
and qualifications, barriers to market entry ase nd any individual can claim to be a
professional in a particular field (Muzio et al.12®; Glucker & Armbruster 2003).
Also, the lack of a universal knowledge base, mtorgigorofessional training, jurisdic-
tion from the state, and a clear separation froheroprofessions, professionalization
may be implausible (Kyré 1995). An occupation mighte the outside appearance of a
profession including the discourse, financial aadia rewards, a formal style of inter-
action with clients, and project a professional gmaHowever, without the crucial ele-
ments of professions, such as state recognitiatiyidual accreditation, and profes-
sional liability, the chances of becoming a prof@sare slim. (McKenna 2006.)

A highly fragmented field of business can be a rande to professionalization
(Muzio et al. 2011b). Undefined markets, lack adfpssional standards, and indistinct
products lead to deficient barriers to entry to fiet, where anyone can claim to pro-
vide professional services. Without the protectitom educational requirements and
professional standards, the client is faced witle@ormous uncertainty in trying to dis-
tinguish the competent from the incompetent amohgghly diversified group of pro-
fessional service providers (Glicker & Armbrust®03). Fragmented business field
makes it also difficult for an occupation to deyebn occupational identity and create a
sense of unity among the group (Kubr 1996).



40

Another obstacle to professionalization arises ftoenknowledge base of an occupa-
tion. Knowledge is a crucial factor in permitting accupation to regulate its work, and
control the market for their expertise. (Muzio et2911b.) A specialized field of exper-
tise that is compliant to codification and standeation is an essential property of any
successful profession (Kyr6é 1995). The most sudekepsofessions are those that are
able to ‘blackbox’ their expert knowledge, and tlwamitrol their occupational knowl-
edge and skills (Reed 1996.) Those professionsofieriate in a weak knowledge field,
and whose expertise is not based on a distinct bbtheory will find it difficult to pro-
fessionalize (Fincham 2006). Knowledge that isaéhsive, vague, or perishable cannot
produce portable, transferable, and testable ctedignwhich are required for an occu-
pation to be able to gain control over its fieldexjpertise. An occupation with an ob-
scure knowledge base cannot maintain a professtatiah project. (Muzio et al.
2011b.)

The above-mentioned obstacles apply to the ocaupati controllers as well. They
may hinder, even prevent occupational groups teed in their professionalization
projects. The occupation of controllers is not gcted by legal restrictions, educational
credentials or mandatory professional training lideo to shut out certain individuals
from becoming a controller. Therefore, controlleesre not been able to achieve a mar-
ket shelter or occupational closure, which wouldvalthem to control the practice in
their field and restrict the supply of eligible ¢ailers on the market.

Controllers may also suffer from operating in agfreented field of business. As the
organizations in which controllers work vary fromeoanother, their job descriptions
and work tasks also differ. Controllers’ resporigibs may be quite far apart depending
on their organizational position, size of the compaand the industry. Inevitably, there
are similarities between the work tasks of congrsliin different positions, but what the
controller actually does is not as evident andretes as it should be concerning profes-
sionalization. The varying work tasks and respahsés may also cause problems in
identifying one as a member of a distinct, sepavateipational group.

4.4  Professions in organizational settings

44.1 Thereevance of organizationsin professional development

At this point, it is useful to review literaturegarding the role of organizations as a ma-
jor part of professional development. Controllers, gractically always, salaried em-
ployees of different types of organizations. Thezupational feature has significant
impact on their professionalization activities. Mgsofessional activity today takes
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place in organizations and, as their importancsites for professional development is
increasing, the relevance of organizations in @sifemal formation needs to be taken
into account when discussing professionalizatianguts. (Muzio & Kirkpatrick 2011.)

It has been argued in literature that the orgaiwimat dimension has become of increas-
ing importance to professions due to recent changele nature of capital markets,
technologies, and in the forms of state regulatiand management (Muzio &
Kirkpatrick 2011).

Traditionally, the work of professions has beerthe form of sole practitioners. In
sole practice, the organizational controls and quness are practically nonexistent.
(Wallace 1995.) Currently, however, most professismare employees of organizations,
whose work takes place in two distinct types ofamigations: professional organiza-
tions and non-professional organizations (Freids@8¥). In professional firms, most of
the employees are members of the same occupatgomabd, who share the same train-
ing, values, and socialization processes. (Sudeala. 2009.) The values, goals, and
practices of the employing organization are aligteedorrespond with those of the pro-
fession (Wallace 1995). Professional firms have endgorously fortified traditional
professional norms and values than other typesg#nizations have done (Suddaby et
al. 2009).

On the other hand, an increasing amount of prajeats is employed by non-
professional firms, where professional employeesasent a minority of the employees
(Freidson 1984). It has been under these circurostathat the traditional literature on
professions has adopted a proletarian thesis cigirtiiat there is a clear conflict be-
tween professional ideals and bureaucracy (Goo8&)19hereas professionalism de-
mands extensive discretion in determining the dosrd and content of work and con-
siderable autonomy, the bureaucratic model demafiatsency, and individual discre-
tion is compromised by organizational controls awdveillance. When professionals
work in bureaucratic organizations, they becomgesiied to organizational goals and
controls, and administration by non-professionalsinfg the decision of choosing be-
tween being loyal to their profession or their eoypig organization. Professional work
in a bureaucratic organization is expected to eppdéessional values and ideals. (Wal-
lace 1995.)

Recently, a new view has emerged on profession&imgin non-professional or-
ganizations claiming that professions have beee @bhdapt to changing employment
situations and maintain the control and autonomsheir work. This adaptation thesis
claims that professions construct barriers arounfepsional departments attempting to
mimic the working conditions and autonomy of pragfesal organizations and match
the control and discretion over their work taskseyl have been able to maintain pro-
fessional norms and values and, at the same titag,committed to their employing
organizations. (Wallace 1995.) The adaptation ghbas received support in the rele-
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vant literature, which indicates that there maybwa conflict between professional and
organizational commitment after all (Suddaby eR@D9).

Controllers can be considered as an occupatiowalpgthat was born into organiza-
tional settings. Controllers’ work revolves aroumihging a financial aspect to mana-
gerial decision-making and supporting the busirtbesugh their financial knowledge.
This requires close interaction with the businesgfions and first-hand knowledge of
the business. The work of controllers can thusdem @s incompatible for sole practice
or work in a professional organization, becauseype of work they are involved with.
It could be argued that the work of controllersemlplace solely in non-professional
organizations, where they represent a minorityhef émployees. Since the controller
function is a support function (Lambert & Sponeni2)) their work involves assisting
the main business functions. It would be difficitturn controllers’ work into a busi-
ness model that would take away the supportingcaspel turn it into a core business.
This would detach controllers’ work from organipatal settings and allow them to
work in a professional organization where the mgjaf the employees are controllers.

442 Challenges

There are several challenges that work in orgaoratmay confront professions. Or-
ganizational objectives, strategies, and methofictaéxpert groups by changing their
identities, structures, and practices. By settinbievement targets and performance
indicators, organizations regulate and supersed&egsional practices and autonomy
limiting professional discretion, and hamperingvess orientation. (Evetts 2011.) Es-
pecially, traditional, liberal professions are sele challenged and threatened by or-
ganizations, and they can be seen as powerlessisiagainst the growing demand for
regulation, bureaucracy, transparency, and accbilibggReed 2007).

Recent shifts in the political economy and the giag business context have gener-
ated significant changes in the professionalizatbroccupations (Muzio & Ackroyd
2005). Escalated competition, growing number of dateconscious administrations,
and increased professional regulation caused hbydats such as the Enron case, are
threatening the institutional foundations of prefeas (Muzio et al. 2011a). These de-
velopments have given rise to a deprofessionatimatiesis, which claims that formal
knowledge credentials are no longer a prerequiisitee monopoly over a field of work
and thus professionals are losing control of thiendien, execution and evaluation of
their work and eventually their autonomy as welu@b & Ackroyd 2005; Muzio et al.
2011a).

When professionals are employed by large, bureda@eyanizations, they become
subjected to external sources of power and confitwérefore, professional values and
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practices become subordinated to the interesthefemploying organization, which
may endanger professions to lose their autonomgsd krends are having the most pro-
found effect on organizational professions, whioh e most dependent on their em-
ploying organizations. (Muzio & Kirkpatrick 2011.)

Controllers as a group have to deal with the samadlenges than all of the other oc-
cupational groups working in organizational setin@emand for profitability and ef-
fectiveness in increasingly competitive marketseedtto cover controllers as well.
However, it is possible that controllers may beaimore favorable position to shield
their occupational group from organizational colstré\s their work involves making
sure that the goals and objectives of the orgapizatre taken into consideration and
controllers are usually involved in the forming @fyanizational controls. This allows
controllers to have an influence on the matters peidhaps even protect themselves
from having to compromise their service ethics antbnomy for organizational objec-
tives.

4.4.3  Opportunities

Despite the challenges brought on by shifting wagkionditions in large organizations
affecting professional work and practices, it dnes mean that professions are merely
looking on as their status and control over thesrkwdiminishes. Professional projects
are adaptive and dynamic in nature, and professa@sable to develop new coping
strategies and tactics in order to protect theisglictions. (Muzio & Kirkpatrick 2011.)
Professions seem to have been able to adapt emticito large, bureaucratic organiza-
tions and, at the same time, stay committed ta firefession (Suddaby et al. 2009.)
Professions may adopt defensive and conservatiaegies, such as unionization, in
order to protect their jurisdictions and privilegesm external assaults (Reed 2007).
Instead of protecting the status quo, professioag adopt expansionary strategies in
order to answer to the changes in the operatianat@ment and defend their jurisdic-
tions. They may take on new roles in managementemao new markets, and extend
their field of practice into new territories andnsequently reinforce their jurisdictions
and extend their dominance over organizations. (M&zKirkpatrick 2011.)
Organizations may provide a medium through whiabfgesions can achieve their
objectives of status enhancement, financial andakoewards, and quality of service
more facilely. Organizations provide a setting foe professionalization projects of
new organizational professions, such as managerd&personnel, who wish to se-
cure social and organizational control over keyueses in large corporations. (Muzio
& Kirkpatrick 2011.) For many occupations, espdygi&br those in the private sector,
controlling high value adding tasks, positions,applications in the organization may
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be more important than closure in the labor ma(Beint 1994). Brint (1994) argues
that successful professions are often those that balonized key positions and strate-
gically important tasks within organizations.

For controllers, work in organizations is perhapsming up more opportunities than
causing challenges for them. As the controller fiamcis typically sponsored by the top
management (Mouritsen 1996), and the controllealsueports to the most senior
executive in the organization (Bragg & Roehl-Ander£2011), controllers can be con-
sidered to occupy a relatively strong position igamizations. Being the sparring part-
ner of the management and being able to influeecesitbn-making through their close
interaction with the management, controllers cdagdconsidered to control important
resources, strategically important tasks, and kasjtipns in organizations. Organiza-
tions can be considered to provide a setting ferpfofessionalization project of con-
trollers, and a medium through which they can adegaheir efforts to professionalize
as it can be argued that the occupation of coetr®Nvould not exist absent organiza-
tions, because of their supporting role in orgainres.
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5 FINDINGS

5.1  Data collection and analysis

The primary data for this study was collected useqi-structured theme interviews.
The interviews were carried out between March amy B013. In total, four controllers
were interviewed at which point the data saturaeough to conclude. The interviews
lasted between 40 minutes and an hour. The intesvieere recorded and summarized
by noting down the time, the question, and the jewts of each answer in order to
facilitate the analysis later. Some of the intamges did not want to reveal their names
and the company by which they were employed. Thegefall of the respondents are
anonymous in this study; only the title of the @sgent and the industry of the employ-
ing organization are mentioned.

The interviewees for this study were randomly gelkcWork experience as a con-
troller varied between the respondents from a feary to over 15 years. The field of
business differed between the interviewees. Ontbeofespondents worked in the head
office of a large, multinational telecommunicationempany. Another respondent
worked for a subsidiary of an American multinatibtegehnology company that special-
izes in diagnostics instruments. One interviewes wmployed by a subsidiary of an
American company specializing in ‘in vitro’ diagnics. Another interviewee was em-
ployed by a large, multinational engineering compahll of the companies that the
interviewees were employed by were listed compamiesibsidiaries of listed corpora-
tions. All of the respondents had a master’s degreeonomics and business admini-
stration and all of them had majored in accounting.

The data for the section about the occupation afrobiers in the United Kingdom
was gathered from online documents from the Chedtémstitute for Management Ac-
countants. The institute publishes its own protesai magazine, carries out surveys
and other research about their members and ocounpatihich have been used as
sources of information for this study.

The analysis of qualitative data can be considesed circular, three-stage process
that includes the description, classification, aethnecting of the data (see Figure 3
below).
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Describing

Qualitative
analysis

Connecting \\_/ Classifying

Figure 3 Qualitative analysis as a circular pro¢Bey 1993, 31).

Description is the foundation of analysis, whichnie a profound and comprehen-
sive picture of the phenomenon under study. (De3819In the description stage, the
aim is to examine the properties and charactesisiicpeople, events or subjects. The
phenomenon under study should be set in a coritettjs, in the time, place, and cul-
ture where it takes place. (Hirsjarvi & Hurme 2001.may be required to describe the
social setting in which the phenomenon takes plateéch may be a group, organiza-
tion, institution, society, or culture (Dey 1998ontextual information is crucial in or-
der to understand the broader social and historedal/ance of the phenomenon (Hirs-
jarvi & Hurme 2001). In addition to describing thentext in which the phenomenon
takes place, it is also important to describe tiientions of the actors as well as the
processes that take place. The aim is to desdrdye the actors perceive situations, and
explain the motives behind their actions. The wiayshich actors interact are relevant,
because by describing the processes that take, gleceesearcher is able to obtain a
sense of how events come about and evolve over (Deg 1993).

Classification is the next part of the analysis {[1€93). It creates the basis upon
which the data can later be interpreted and exgthilassification is important in or-
der to make different parts of the data comparaédleach other (Hirsjarvi & Hurme
2001). It can be seen as a process of channekndata into relevant categories in order
to organize it into a form that is helpful for aysgk. Hence, classification involves
breaking up the data and piecing it back togetigairain an organized manner. (Dey
1993). The forming of the categories is based enrélsearch setting, data quality, and
to the researcher’s theoretical knowledge aboutstitgect and ability to apply this
knowledge (Hirsjarvi & Hurme 2001). Once the dat@ategorized, it can be compared,
analyzed and redefined. The process of classificathould always be directed by the
research objectives of the study. (Dey 1993).

Connecting is the third stage of the analysis msc®nce the data is classified, the
researcher begins to find, not only regularitied aonformities between the categories
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formed earlier, but also variations and exceptidite aim of making connections is to
reveal patterns within the data. The intentionoidind connections between concepts,
which can be derived from analyzing how the catiegoctan be combined, and explor-
ing the connections between them (Dey 1993.) Dunnecting stage, the importance
of the researcher’s thinking process, and undedsigrof the phenomenon under study
is crucial. The connections between categories ldhoel understood both empirically
and theoretically. The aim is to understand thenpheenon from many angles, and cre-
ate a theoretical model that describes the datasjérvi & Hurme 2001.) Theory pro-
vides the direction and framework that helps toneat the different concepts and con-
nections in the analysis. (Dey 1993.)

The aim of the analysis is to form an overall viefathe data and end up with suc-
cessful interpretations and conclusions. The aoibefor a successful interpretation of
the data is that the reader can come up with thee snclusions as the researcher de
spite the difference in point of view. The interjateon process in qualitative research
takes place during the entire research proceghelteginning, the interpretations can
be quite comprehensive, and at one point, theyf@eaus on minor details. In the end,
the researcher creates once more a comprehenserpréatation of the phenomenon
under study. (Hirsjarvi & Hurme 2001.)

The data gathered for this study is described atice 5.2. The data is described by
taking relevant quotations from the respondeniiustrate the elements of the occupa-
tion of controllers in Finland. These quotations #ren explained, put in a context and
opened up by connecting them to the relevant titeea The data about the CIMA is
described in chapter 5.3 by demonstrating the agieelements in the professionaliza-
tion project of the CIMA in the United Kingdom ameaplaining the process in this pro-
ject.

The data concerning the occupation of controller&inland is classified into five
categories according to the elements, which reBeavosiders as essential for profes-
sionalization. These categories are expert knoveeadgtonomy, service orientation,
occupational community, and status. This clasdificaaids in the analysis stage as it
facilitates identifying the elements, which are amkich are not in accordance with
those of established professions. The data commethe occupation of controllers in
Britain and the CIMA is a separate category. Cotingawill be carried out in chapter
6, where the categorized data is compared and zsthlggainst the elements of tradi-
tional professionalization projects. Parts of théadhat offer encouragement to the pro-
fessionalization of controllers are connected ® ttheory in section 6.1 and those that
may hinder the process are analyzed in sectior=&ally, the occupation of controllers
in Finland will be compared to its counterparthie tUnited Kingdom in section 6.3.
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5.2  The occupation of controllers in Finland

521 Themultifaceted expertise of controllers

The expertise of controllers is founded on eduacatio creates the basis upon which
controllers build their expertise during their wioid lives in the field. This education is
typically acquired in higher education instituteach as universities. As the controller
is the person in charge of management accountiddiaancial accounting, (Horgren et
al. 1997), most controllers have likely majoredgatounting or finance, because educa-
tional background in these subjects is quite esdantorder to succeed in the position.
Basic knowledge of accounting — theories, techrsguw®ncepts, and language — is
taught in universities, which lays the foundatiggon which controllers establish their
expert knowledge base and build careers in thelul fi

Although they say that once you graduate you atduily ready, which

is completely true, but at least in management acting [school] pro-

vides lots of frameworks, concepts and theory, kvizgu can apply con-

siderably [in your work]. (Controller, machine cdnsction industry)

Education provides the financial knowledge thanhithe center of controllers’ exper-
tise. Controllers’ task is to bring a financial pobf view into decision-making proc-
esses and make sure that decisions can be justifigthncial terms as well. Education
gives controllers the readiness to look at maftens a financial point of view by sup-
plying them with theories, methods, concepts andcpples, which they can apply in
their work. In addition to the theory base, eduratilso socializes students to the cul-
ture of the occupation.

In financial management, [education] provides tladuage. | would
emphasize ... a good basic education starting rfghtn high school. If
you are interested in reading and finding out abthumhgs — it facilitates
conversation with different groups of people. (Colér, medical in-
strument industry).

Continuous learning was mentioned as one of theaspgcts to controllers’ exper-
tise. The interviewed controllers stated that tlearned something new everyday and
their expertise builds and evolves continuouslyudadion provides the basis, but more
important is the ability to learn and take in nexfiormation. For business-oriented con-
trollers, the capability to absorb new informatidetect changes in their operating envi-
ronment, and take into consideration the essenammdtantly accumulating informa-
tion flow prove valuable in their work as managetisestrategic business partners.

[Expertise] demands many years of learning ... and lyave to learn
more all the time. It is constant learning, andaimvay, you have to study
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more every day, but it is mostly along side withirywork — it is your
work that teaches. (Head of Finance, telecommuigicatindustry.)

Another property relating to controllers’ expertisethe importance of experience.
Business knowledge and understanding of the busir@ganization, processes, and
people develops over time. A large part of congrgll expertise relies on experience
and the discretion that comes with it, which caly @evelop over a certain time span of
working in the role of the controller. Experiendwas the controller to identify which
things are important and where to devote time dfwits.

Of course, education gives you the foundation talide to learn and un-
derstand things, or it facilitates, but in fact, anway, the expertise rests
upon experience, so that you have been all oversaaoh all kinds of
things and ... you try to understand what the busingsll about and
what the people really want. (Financial controllen, vitro diagnostics
industry.)

Although management accounting is an essentialgpadntrollers’ knowledge base,
their expertise demands a far more extensive utatelisg. Business knowledge and an
understanding of the business are essential i twdeerform successfully as a control-
ler. All-round education and business knowledgeuaed from school is an indispen-
sable part of controllers’ expertise. Controllezgpertise does not rely on a single dis-
cipline; instead, it encompasses various diffefeids, and knowledge from different
specialties.

A: There are bits and pieces from all over, manag@naccounting pro-

vides the foundation ... but then again, a certaidaustanding of mar-

keting basics and why not economics and so on, thgyovide back-

ground so that it is easier for you to understaine world, and the situa-
tion the company is in and in which it exists, ywhyblems come up, and
which direction to go to.

Q: Not just management accounting?

A: No, not in my opinion ... especially when youmeoto work in a
smaller firm where you have more extensive respditi&s, it is impor-
tant to have some hunch about other fields as \i&hancial controller,
in vitro diagnostics industry.)

The data indicates that controllers’ expertise@syvmuch beyond that of manage-
ment accounting. They need to have a comprehenserview of the business itself,
operating environment, and the industry. Some kadgg of marketing, economics,
business law, and information technology, just #ntion a few, enable controllers to
better respond to the issues that come up andsbhdions to them. It allows control-
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lers to better conceive the factors that may haveféect on the performance of the
company. Knowledge of other fields also helps impwnicating with people from
different functions and backgrounds within the oigation. It would be erroneous to
state that controllers’ expertise relies solelyneanagement accounting. Rather, it is a
mixture of management accounting and other relefildis and disciplines.

What actually is relevant knowledge in the caseanitrollers depends on the organi-
zation for which he or she works. This has a protbaffect on the expertise of control-
lers. Although, their expertise is quite portabidjch implies that it can be transferred
from one instance and apply it in another, it soajjuite organization-specific. All or-
ganizations are different, the industry, comparge,sbrganization structure, business
environment differ. The goals, strategies, procgsgducts, and systems vary, which
is directly linked to what is required, expectenld meeded of controllers regarding their
expertise and knowledge. The role and responsdsiliof the controller may therefore
be quite different across different organizations.

[The name of the company] is such a large firm, neh@u are in your

own part of the corporation, for which you respdasj but you do not
have a possibility to look at everything extensivéhen you come into a
smaller firm ... here, the controller's role is yedifferent... it is very

close to being in the role of finance manager, flaue to look at book-
keeping, perhaps understand something about taxadind financial re-

porting, which | didn't have to do in my previoudb,] Then there are
sales, purchasing, cost management, and processliogenent — any-

thing and everything. (Financial controller, in rot diagnostics indus-
try.)

Whereas the role and area of responsibility differoss organizations, so does the
expertise required to fulfill those duties. Whae tbontroller actually does may vary
between organizations. Whether one is a controlfen department, site, division, or
entire organization has major implications on wkiatl of knowledge and expertise he
or she must possess. One controller working in allsmfirm may have much wider
range of responsibilities than another working aemtroller for a department of a lar-
ger firm.

Controllers use discretion in their work to quitdaege extent. Many of the issues
and cases that controllers face are such that theret one right or correct way to ap-
proach matters and, therefore, they are allowediderable discretion in deciding the
appropriate course of action.

In management accounting, there is not a reguladide like there is in
financial accounting, where you have certain rugegording to which
you must do your work, instead, it is much morerdisonary. (Control-
ler, medical instrument manufacturing industry).
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Management accounting provides almost a free reigoontrollers to use their dis-
cretionary judgment in applying the theory to pi@etBecause resources are limited —
whether it is money, time or labor force — thereagssiderable discretion needed in or-
der to put those limited resources into effectige,uand focus on things that are the
most important. Controllers need to optimize thailable resources, and use their
judgment in the process. Professional discretioanisessential feature of controllers’
expertise, because organizational decision-malghgsron their ability to provide high-
quality information and analysis.

For sure, you have to use some [discretion] in lyow put your point ...
maybe it comes through the understanding of whatp®rtant and what
is not, and through considering where to invesama not in order to get
to bottom of something and what is beneficial ahatvis not. (Financial
controller, in vitro diagnostics industry.)

In management accounting, there may be case-Speudliculations,
which factors to include and which point of viewedakes. These are
such cases that one may use discretion. (Contratherchine construc-
tion industry).

Controllers interviewed for this study did not tkithat controllers should have to
obtain a special degree in addition to the basimitng that they had. They considered
that the education they had obtained was enoudtetable to work as a controller,
based on a view that a major part of controlleXpestise is acquire in working life
through experience. They also questioned the wliditcreate a training program that
would be suitable for all controllers, becausehw wide variety of controllers’ work.
The work tasks of controllers can be multifacetad divergent depending on the or-
ganization and position, which would cause difficd when trying to include all of the
different aspects of controllers’ work task undee pspecialized degree.

The job descriptions [of controllers] are varied controllers' tasks can
be extremely wide-ranging, for example, some ofctir@rollers in our
organization are in charge of HR and legal mattasswell. |1 would like
to see how these matters are taken into considerati the training pro-
gram. (Controller, medical instrument manufacturingustry).

| don't see a need for a distinct degree for cdtdrs, it needs to be in-
cluded in our basic accounting degree, and in a \tag there, since
there are management accounting and financial asting. Controller’s
responsibility is usually them both depending am gbsition and the or-
ganization. (Head of Finance, telecommunicatiormusiry.)
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5.2.2 Theextensive autonomy

The data strongly indicates that controllers ergogsiderable autonomy in their work.
All of the controllers interviewed for this studgraed that their work is quite autono-
mous, and they have extensive freedom to decidedh&nt of their work. Controllers’
decisions are seldom questioned, and there is eolaoking over their shoulder at
work. They are trusted upon and their expertisealsed.The power to decide and in-
fluence organizational decision-making is heaviygdd on trust that can only be gained
in time.

My both superiors have given me quite extensiveep@ivdecision. ...

They trust me; they very little question me, thegttwhat | do. (Head of

Finance, telecommunications industry).

I think it comes through trust, of course, if yae aew and still wet be-
hind the ears, then probably your decisions andopsals are looked at
more carefully, but once you gain the trust, yommagoower of decision
and influence strengthens (Financial controller,vitro diagnostics in-
dustry.)

Although, most of the time, the issues and caseghioh controllers attend in their
work emerge from the organization, they have therty to decide which ones to focus
on, from which angle they approach the issues,dmaitle upon the consequent action.
Controllers’ clients, whether they were in the tm@nagement or line management,
have an effect on what controllers’ daily work emgasses. How they choose to tackle
these issues is mostly in the discretion of colers)

Of course certain things like legal side mattergyt need to be done ...
the rest of the time ... there is a lot of room tecfwhat | will do and,
of course, the wish is for the sake of self-devalag and interest that
you can do something new or develop something lot Af the things
emerge from the organization which require attemgpetty quickly ... |
would say that | have influence in how | chooseattkle those issues.
(Controller, medical instrument industry).

Certain aspects of reporting are regulated by tbmpany and guided by
regulations, where you cannot use your own judgm@untroller, ma-
chine construction industry).

For most controllers, monthly and annual reporisy@ central part of their job de-
scription. The interviewed controllers, for whonpoeting was included in their job
description, stated that they are allowed conskderautonomy in their work with the
exception of reporting. Reporting is very much tated and governed by organiza-
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tional and legal reporting policies and regulatidhaust be done according to the rules

and schedules and it provides the routine sideotrallers’ work, which is otherwise

quite discretionary.
Of course, the reporting side is mostly determiaed there are certain
things that you need to report every month and lsupertain reports
that you have filled, and for that matter, | canfadétermine the content
of my work]. Then, there is the development sider{p work], where |
can decide what to focus on and | can take thosttensaforward that |
think are important. (Controller, medical instrumtemanufacturing in-
dustry).

The interviewed controllers did not feel externe¢gsure to do their work in a cer-
tain way from either their clients or employing angzation. Instead, controllers’ deci-
sions are given credence to and their expertisaredy questioned. However, the data
indicates that there are internal expectationsiasidtence within the occupation con-
cerning the compliance side of controllers’ workin@ollers expect themselves to have
integrity and honesty, understand what is right emdng, and comply with rules and
regulations. That is, controllers expect other aaldrs as well to have integrity and
poise, be meticulous in their work, and not resmrhfringement.

| believe that for most controllers it is clear thacompliance, numbers
must correct and true, you cannot falsify the numbethese kinds of
values are certainly — hopefully — every contradlarumber one priority.

... The fundamental matter is that you must be venest ... we have
very strict compliance rules here at [the namehef tompany], you can't
do anything inappropriate ... In this position yousnhbe very proper,

there can't be any malpractice in the handling ofnpany's funds. It is
very clear that there is this compliance conceptatwou can and what
you cannot do. You also must be very careful withnlrers, and when
you make analyses and send them forward, they leusbrrect. (Head

of Finance, telecommunications industry)

It seems that controllers are very meticulous andtsabout their own work. Per-
haps, their self-discipline and that they demardtgrom themselves is reflected in
their expectations about other controllers as widlle demand for integrity, precision
and poise could be considered as a property aj¢bepation.

5.2.3 Strong orientation towards serving the business

As briefly mentioned in chapter 4, controllers’etlts are practically always internal.
This implies that the services they provide areated towards people within the same



54

organization. The clientele of controllers variefvieen different organizations, posi-
tions, and job descriptions. Some controllers n&yes one or two different groups of

clients whereas another may have several diffesignt groups. Controllers may have
clients on all different levels in the organizatbhierarchy. Management is usually one
of those clients that they report to and for whbmeytprovide information. The financial

department is usually another client since cordrsliare usually a part of it and report
to their superior. Then, on the same level or belowhe organizational hierarchy are
the business managers, teams, and other persbahebntrollers offer services to.

The data indicates that controllers possess agservice orientation. They are de-
voted to providing high quality information and &rss for their clients and serve them
to the best of their knowledge and ability. Thepmart and help their clients in finan-
cial matters as well as disseminate financial keolgk inside the organization. Bring-
ing a financial aspect to business decision-malksngssential and controllers need to
have the ability to talk to people that do not haaekground in finance in order to sup-
port their clients.

In my opinion, one of the most important thingshst we have to sup-
port others to understand why some information sd¢ede entered in a
particular way, and why it is important to chooge tcorrect account
when posting an invoice ... in order to get qualitiormation. | feel like

it is my job to help them as opposed to thinkireg they must understand
these things. | think that we are here to maker thegs easier and at the
same time, our own when the information is alreaolyrect and of high

quality when first entered into the system. (Cdfgrpmachine construc-
tion industry).

In dealing with their clients, controllers attentptunderstand their needs and goals
and strive to support them in their work. The bassorientation is heavily present in
controllers’ work as they strive to help the bussmsucceed and be profitable. Control-
lers have adopted the view that the added valuelihiag into the organization comes
through supporting and helping the business instéatbncentrating on the numbers
alone. Businesses that controllers support areréiit and they need to know the busi-
ness in order to support it and bring the finanagect into decision-making. This re-
quires thorough understanding of the business ftontrollers in order to serve their
clients to a greater degree. In addition, peopl®rganizations come from different
backgrounds and fields of expertise, which requiagrollers to be able to look at mat-
ters from their clients’ point of view, and adaptarder to be and become understood.

| try to adapt in order to be able to discuss wthy clients] and solve
the issues using a language that we both are utmzds| would empha-
size communication, talking to people, and workogether — it is clear
in many ways that you must find a mutual languaigle which you get to
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the bottom of matters. One might have completdferdnt education,

career, expertise, and nevertheless, it usuallysdus take long to get on
the same wavelength of what we are doing and frbmhapoint of view.

(Controller, medical instrument manufacturing inthys.

When | instruct something, | try to put myselftia bther person’s shoes,
who might not know a thing about finance and | niiysto explain it ac-
cordingly. | feel like the same way we were oncglta | am the teacher.
... You must make the time for [my clients], eveugh there may be
guestions. | have a philosophy that rather morestjoas, even if it may
take time, because it takes even more time toweshke mistakes after-
wards. (Controller, machine construction industry).

It seems that clients determine largely what cdletrsd work actually encompasses.
Modern business-oriented controllers need to hagellent social skills and knowledge
of human nature in order to excel in their workn@ollers need to adapt and put them-
selves in their clients’ place in order to be atdeassist them, and help the business
strive. Although clients determine largely the @ritof controllers’ work, the data in-
dicates that controllers do not compromise thaimgiples or values in order to support
the business. The integrity of controllers is eutdi@ this regard as well. They do not
say or do something just to please their clientsether they were board members or
subordinates. Although controllers are heavily e towards helping their clients and
bringing value through making the business stiilkey do not compromise their values
and principles.

Of course, you must adapt to a certain degreethiunderlying princi-
ples ... integrity is one and maintaining trusteyhare very deeply en-
trenched, they are not compromised. (Controllerdice instrument
manufacturing industry).

524  Theloose occupational community

The data indicates that there is not a clear od¢aupd community within Finnish con-
trollers. Rather, it seems to depend on the indalidhow one feels a sense of commu-
nity within the occupational group of controlleGontrollers working in the same or-
ganization do feel a sense of belonging to a gmugontrollers within that organiza-
tion. However, on a societal level, it seems toethejpon the individual how she or he
feels a sense of group cohesion within the occapatt seems that instead of feeling
like belonging to a distinct occupational group caintrollers, they would rather see
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themselves as financial professionals on a geteral, which is a much larger group of
different occupations working in different rolesaocounting and finance.
I do feel [that we share a common identity] in asethat when you talk
to your colleagues ... we have quite similar powftview and thoughts.
(Controller, machine construction industry).

There is not much interaction between controlleosking in different organizations
in Finland. Although, there are some meetings aegahfor controllers, activity is
minimal in that regard. Most of the controllerseiniewed said that they were not in
contact with other controllers except for theiefrids from school and colleagues. The
lack of interaction between controllers from diffiet organizations makes it difficult for
controllers to create a distinct occupational aeltand strong identification with their
occupation. Despite not having too much interactigth one another, controllers seem
to identify themselves mostly with their occupatibigroup. Identification with their
educational background and employing organizateensto be in the background, but
controller is what they consider themselves asntiost. The more extensive the job
experience, the more they identify with their ocatignal title.

Possibly in some a way [we do share common idénbiyt | do not
know if it has to do with the controller's role or with what we Finns
are like. | think there are common values to a éegif you think about
it, the majority has similar educational backgrouadd we live in the
same society ... the values cannot be too heteemgesn (Financial con-
troller, in vitro diagnostics industry.)

Despite not having a distinct occupational commyriftere are, however, character-
istics and features that indicate subtle cohesitthinvthe occupational group of con-
trollers. Similar educational background as welsase type of work creates affinity in
how controllers perceive themselves and their wdte values, norms and principles
are generally uniform even though there is not membperation between controllers
from different organizations. As already mentiomedlier in section 5.2.2, there seems
to be internal expectations on how controllers &hdxehave and what kind of princi-
ples they should have at work. Working for the bass, integrity, and diligence seem
to be at the core of controllers’ basic values.

| would emphasize that we have a certain honorunweork. Integrity is
probably a guiding principle and | hope it is fovegyone working in fi-
nancial administration, because if it is not, th&iee future of financial
administration is on frail ground. (Controller, mied!l instrument manu-
facturing industry).

Reliability, timeliness of reporting, all of theseed to be in order. Then
| would say in thinking about controller's roleyfme, it is important that
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| could be even more the sparring partner of bussne think that what
we as controllers should be able to produce isrmfation from the fig-
ures that the business needs, but does not nedgdsaosw how to look
for it. (Controller, machine construction industry)

Accounting principles seem to be rooted deep irtrotiars’ work and thought. Edu-
cational background in accounting has clearly dzeid controllers in that regard. They
know what is expected of them, what norms and jpies they need to follow, and
how they should conduct themselves to be accemadeanbers of their occupational
group. Even if controllers do not share an occpaii community amongst themselves,
they can be considered as members of a larger atoopl group of accounting and
finance professionals.

525 Respected occupation?

Controllers believe that they are respected in wgrkfe as experts in their own field.
They believe that people trust controllers, th@mmn has influence and, their word is
listened to. One of the factors influencing thisge@tion is that controllers themselves
consider their work as important and valuable. Trespect themselves and their work
as controllers. They think of their position as trolers to be highly satisfactory as
opposed to being an intermediate stopping poirth@ir careers. Controllers take great
pride in their work and hold themselves with intggand poise, which surely is per-
ceived by others as well.
In the work community, personally, | think thatrhdrusted because |
know how much people contact me. In that way, iebelthat people
trust me, which is an important thing. One of thestmportant things is
that they are willing to work with me. In that reda[our work] is re-
spected. (Controller, medical instrument manufaomiindustry).

| believe [controllers] are respected as expertdheir own field and in
bringing the financial view into matters and bemigle to concentrate on
issues that others may not have the time and ressubr to think about
financial issues and make sure that things are dopnéhe book. (Finan-
cial controller, in vitro diagnostics industry.)

Although, there are not licensure requirements ryr @ther legal prerequisites on
who can practice as a controller, employers gelyerafjuire a university degree or an
equivalent from their controllers. Experience irt@mting or finance is also typically
expected from applicants applying for controllgstsition. These kinds of requirements
will shrink the pool of suitable candidates and ncagate an artificial undersupply of
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qualified controllers and thus raise the prestige gewards of controllers. It should be
stressed, however, that there are not studies ctealon the educational background of
controllers and it is likely that there are corngtd without a degree from a higher edu-
cation institute. All of the controllers interviedidor this study did have a university
degree.

When asked about the possibility of having own @sefonal association, the inter-
viewed controllers did not see the need for one.aAsrganizer of training and net-
working opportunities, controllers considered thsgociation as beneficial.

Certainly, any interest group, such as the SEFEiciwhve have, does
enhance [status and awareness], but instead ofistabhancement, | see
that it would be more important enhancing our owpegtise and net-
working, which, of course, would also enhance status. (Controller,
machine construction industry).

On the other hand, the other tasks of a professmssociation — the lobbying, in-
creasing awareness, and enhancing status — theytfdel the need for them. Control-
lers think very highly of themselves and their warkd do not feel the need for status
enhancement. It could also be that they are humpétple and do not care for social
rewards such as those. Controllers feel that th@upation and work is respected and
people in general consider them as experts in dvairdomain.

Is the status of CFOs or controllers an issue inl&nd, that people do
not respect them? | do not think the situationke that. If there was an
association like that, | do not understand howoitild enhance or why it
should enhance the general impression of contralledo not think that
is a problem. | have an impression that people apiate financial pro-
fessionals, controllers or CFOs in general. (Hedd-mance, electronics
industry.)

Intriguingly, the interviewed controllers considérdeir occupational group to be re-
spected, but at the same, they still assumed lieaihtage that people have of control-
lers is that of boring, formal bean counters aiftimireaucrats.

Controller as a term is somewhat even scary, | @aaly, controller is a
stalker. 1 do not know if that is respected. (Cotier, medical instru-
ment manufacturing industry).

It would make sense that if people in general sh#ris traditional image of control-
lers, others would not respect them. In the saneatbr the interviewed controllers
stated that they were not the typical, traditioo@ian counter-type controllers, who are
confined in their departments producing formal repaetached from the business it-
self.

| feel like [controllers’ image] is much differeftom what | am like. |
feel that on average people think that controllars dry, boring, and
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strict. It is a traditional occupational image. (He of Finance, telecom-
munications industry)

Whether it is a coincidence that all of the conénal interviewed for this study were
so-called modern, business-oriented controllersanesnunclear, but the data from this
study indicates that the traditional bean countetroller represents a minority of the
occupational group. Although the general public rhaye a traditional, bean counter
image of controllers, it seems that this dated iendges not extend to the work place of
business-oriented controllers, where their worktestegic business partners are earning
respect and admiration.

5.3  The significance of the CIMA in the United Kingdom

Although, this study concentrates on the occupatfarontrollers in Finland, it is useful
to take another country and compare how the ocmupdtffers between the two coun-
tries. The work of controllers is likely very simil between different countries, but the
institutional environment is quite different. Theitéd Kingdom was chosen as a com-
parison country, because as opposed to Finland)ited Kingdom has a professional
association for management accountants, which mieesituation regarding the pro-
fessionalization project of controllers quite ditfat.

In the United Kingdom, the occupation of contrdalléias been able to organize itself
quite effectively in order to initiate their protesnalization project. Much of the suc-
cess of this collective mobility project has todyedited to the work of The Chartered
Institute of Management Accountants (CIMA). Basedthe United Kingdom, the
CIMA is the world’s largest professional associatibat represents management ac-
countants and has over 195,000 members worldwide.ifstitute’s goal is to establish
management accounting as the most valued professionsiness. (Chartered Institute
of Management Accountants 2012). A powerful pratess association is one of the
key vehicles for successful professionalizationgots and the CIMA could be consid-
ered as one of them.

The CIMA was founded in 1919 as The Institute osCand Works Accountants
(ICWA) to provide a range of information neededplan and manage modern busi-
nesses. Since 1922, the CIMA has hold cost confesem order to promote cost ac-
counting in the United Kingdom and launched its awagazine, which today is called
Financial Management. During the years, the insgties gone through several name
changes and the current name dates back to 198@niemng the importance and com-
mercial relevance of management accounting. In 18@#nbers of the association were
given the right to use the title of Chartered Maragnt Accountant. In 2007, the
CIMA was endorsed by the World Bank as a globahauity on management account-
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ing. The institute also has made a mark for itgkdbally opening branches and offices
in several countries, including South Africa, Sarka, Ireland, Hong Kong, Malaysia,
Australia and China. (90 Years of CIMA 2009.)

Having a long history behind it, the CIMA has ewadvover time and adapted to
changes in the environment. Name changes areealaence of this endeavor to adjust
to fluctuating operational environment. In addititime institution has had time to build
its reputation and gain status as a reputable gsimfieal association. In 1975, the CIMA
was granted a Royal Charter, which is a way ofiporating a body by transforming it
from a collection of individuals into a single Iégamtity. A body incorporated by Royal
Charter has all the powers of a natural persomrdier to be granted a Royal Charter,
the professional institution should comprise theners of a unique profession, which
is not covered by other professional bodies. Tinexes to be a convincing case that it
would be in the public interest to regulate the yoadnce incorporated by the Royal
Charter the institution surrenders significant aspef the control of its internal affairs
to the Privy Council, which is the body that grameyal Charters. (Royal Charters
2013.)

Having met the criteria in order to be grantedRuogal Charter, the CIMA has been
recognized as a professional association by the gaernment of the United King-
dom. The state has considered that it is the paliest interest to regulate the profes-
sion, which has traditionally been one of the nramsons for state involvement in pro-
fessional work. The Privy Council has also consdehat the CIMA represents mem-
bers of a unique field of expertise, which is novered by other professions. Having a
knowledge base that is distinct and restrictive eeiges on a particular discipline has
been considered as a crucial factor in defining ase profession. Although having
state recognition, there are not restrictions oo wdn practice as a controller. There are
not licensure or educational requirements for orléng to work as controller. The
CIMA’s members, however, are the only ones allowedse the title Chartered Man-
agement Accountant.

The CIMA offers a training program, which applicamiust complete in order to be-
come a member of the association, and qualify @satered Management Accountant.
To qualify for the program, one must fulfill thegpequisite entry requirements, e.g.
having a degree in business or accounting. Thefapadion consists of nine examina-
tions, work-based practical experience and casky stwamination. (Qualification struc-
ture and syllabus 2010.) By creating an exclusing arduous training program, the
CIMA is not only able to control the supply of dBeld management accountants, but
also create demand for professionals that havecaethithe qualification. The more
controllers there are on the market with a qualtfan from the CIMA, the less easy it
is for those without it to obtain the highest-rarkipositions in firms. This trend, in
turn, could create the need for non-certified calférs to apply for the institute’s train-
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ing program, and obtain the qualification in orttemake themselves more employabile.
A recognized training program is essential for aoupation to advance in their efforts
to become a recognized profession.

Whereas established professions, such as doctdrsagers, have often outsourced
their training to an external training instituticuch as a university, the CIMA has done
the opposite and kept the training of its membe@deu its own control. The institute is
able to decide and control the entry requiremesyiéabus, and qualifications of its fu-
ture members, which are a major source of powetherCIMA. Instead of having to
negotiate the terms and conditions of educatior \&it external training institution,
whose motives and incentives might deviate and eweflict with those of the profes-
sional association, the CIMA is able to determimem by itself.

The CIMA’s training program for management accountgas a recognized qualifica-
tion, which is evident from the salary surveys amtdd by the association. On average,
CIMA members’ pay packages increase by almost D0p@unds in the first few years
after qualifying. This figure rises to 20,000 poaraler the next six years. (CIMA Sal-
ary survey 2012.) Taken into consideration thatstuelents have already had to have a
degree to qualify for the program, the increassailary is considerable. Assuming that
salaries reflect the market value of labor for¢es CIMA qualification increases the
market value of controllers considerably.

Established professions have traditionally beevilpged to higher than average sal-
aries as well as other social and financial rewaftisough occupational closure, these
professions have been able to control the supplly demand of practitioners on the
market and increase the amount paid to professioiiélle professional association of
management accountants has been able to achisvasthiell. The creation of an ardu-
ous training program and exclusive entry requireémrough which it can control not
only the number of practitioners on the market, &lgb the quality of the services its
members provide for their customers, the CIMA hasceeded in raising the status of
the profession and increasing the rewards paidtsanembers. Since the salaries paid
for the CIMA members are significantly higher thtiwwse who do not have the qualifi-
cation, the employing organizations have clearipedo value the qualification and the
standard of services offered to them by the CIMéfgssionals or otherwise they would
not pay as much as they do for their services.

The CIMA has compiled a code of ethics, which iguieed by the members of the
association to comply with. On the institute’s wiedsit is stated “CIMA is committed
to upholding the highest ethical and professiotahdards and to maintaining public
confidence in management accounting” (CIMA Codétifics 2010). Members of the
institute “have a duty to observe the highest saeatgl of conduct and integrity, and to
uphold the good standing and reputation of thegasibn. They must also refrain from
any conduct which might discredit the professiqi@©MA Code of Ethics 2010). The
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CIMA code of ethics is based on the Internationadiéfation of Accountants (IFAC)
handbook of the code of ethics for professionaloantants (CIMA Code of Ethics
2010).

The CIMA code of ethics is made up of five fundataéprinciples: Integrity, objec-
tivity, professional competence, and due care aonéepsional behavior. Members are
required to report to the association in case thm@ye been convicted or disqualified
from their position in their employing organizatsoar if another body or authority has
sanctioned them. According to the institute, miskan includes acts that would gener-
ally be regarded as morally condemnable, and aetsdo not meet the standards of a
competent management accountant. (CIMA Code ofckEtBD10.) In case of profes-
sional misconduct as defined by the associatiom,GWMA has a disciplinary process,
which was created in order to protect the pubbcmaintain public confidence in the
management accounting profession, and to declateigimold proper standards of con-
duct in the profession. Complaints made againsember are investigated and if the
member is found to have acted against the rulékeofnstitute, sanctions are imposed
ranging from reprimand to a fine, withdrawal of gireing certificate, suspension, and
even expulsion. (Chartered Institute of Managemecbuntants 2012.)

A code of ethics, which defines the way in whiclofpssionals must conduct and
manner in which they should behave, is one of tlary ways professions employ
self-regulation and gain autonomy from outsideuefice. By demanding members to
behave and conduct in a manner that is of the bigétandards, an occupation gains
respect from other actors in the field, and is ablshow the public that the services
they provide are of the highest professional qualithe disciplinary process further
enhances the occupation’s status as a self-regglptofession, since there are conse-
guences for professional misconduct. Without agildk disciplinary process, there
would be a need for outsiders to step in, whicanwanted by professions craving for
autonomy.



63
6 ANALYSIS AND DISCUSSION

According to the multi-actor model of professiomation presented in section 4.2, there
are five actors in the process of professionaliratt practicing professionals, the state,
clients, training institutions and employing orgaations. Professionalization can be
seen as negotiations between these five actorstitinad to reach their goals and work
towards their interests. (Burrage et al. 1990.)

The relevance of these five actors on the professimation project of controllers is
analyzed next in more detail. Section 6.1 analyhesmore promising domains in the
professionalization project of controllers in Fimia Section 6.2 analyzes the aspects of
the occupation that may be considered to hindeptbeess or in the least not further
controllers’ professionalization project.

6.1  Encouraging domains in the professionalization ofantrollers

6.1.1 Theminimal influence of employing organizations on autonomy

Literature has presented worrying scenarios abdwiigtowing intrusion of employing
organizations into professional work. Especialhg effect of employing organizations
on the autonomy of professionals has been widelgch(see e.g. Muzio et al. 2011a). It
has been stated that organizational controls aodigg bureaucracy are threatening
professional autonomy, discretion, and quality efvice (see e.g. Wallace 1995). As
salaried employees of large organizations, prad@sés may be in duress to compro-
mise their professional ethics and principles. Tole of employing organizations as
key actors in professionalization process have beeognized in recent literature, be-
cause of their growing influence on professionatkn@®luzio et al. 2011b).

It seems likely that professionals as salaried eyg#s are subjected to the controls
of the organization such as any other worker, &iadl their professional ethics and ide-
als may be compromised in the process. Thereigkahat the general drift of profes-
sional work of providing high-quality expert semgto clients may be undermined by
the growing demand for cost-consciousness, effigieand profitability. This projec-
tion, however, does not seem to apply to contrmliersuch a strong form. As salaried
employees of organizations, controllers seem toyenpnsiderable autonomy in their
work despite the challenges that work in bureatcaganizations may bring.

The matters to which controllers attend in theirkvemerge from the organization,
but the way in which they choose to approach tiesess seems to be in their own con-
sideration. This implies that controllers can apiblgir formal knowledge and profes-
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sional discretion in solving the problems that carpe Controllers do not consider that
they are pressured into doing their work in a éert@ay or that they are pushed into
courses of action they would not agree with. Cdlere are granted extensive liberties
and responsibilities to do their work in a way tlsey as best.

One of the reasons behind controllers’ extensiteraumy may have to do with their
job description and the organizational functiontttieey fill. One of the controllers’
main responsibilities is the scorekeeping functianich comprises internal control
practices such as measurement and budgeting presetihat are required to make sure
that the vision and goals of the company are tak@Enaccount by everyone in the or-
ganization. As the watchdogs of the organizatiamtllers are in charge of making
sure that the company reaches its’ profitabilitplgand everyone in the organization is
working towards the collective goals and strategyhe company. (Jarvenpaa 2001.)
Controllers can thus be regarded as enforcers genizational controls and even bu-
reaucracy — the very same elements that are coeditie erode professional values and
ideals. Perhaps, being in the position of custal@ihorganizational goals, controllers
are bestowed extensive autonomy in their work. Taeytrusted to work in the best
interest of the organization and assumed to pewetlttat they preach.

Despite their relatively autonomous position, orgational controls extend to cover
controllers as well. This is the most obvious ie tieporting responsibility of control-
lers. They need to abide to the rules, procedaed,schedules of corporate reporting
policies in monthly, quarterly, and annual repagti®trict reporting procedures are re-
quired in order to secure the comparability, comity, and consistency of the reports.
Although, professions have traditionally been diéedr to have a high tendency to re-
sist organizational controls, administrative tasks] bureaucracy (Hoff 1999), control-
lers seem to treat these practices quite diffeyeftbntrollers do not care for bureauc-
racy, because of its tendency to slow things dmemplicate processes, and cause inef-
ficiency. However, they understand that certaintenatneed to be done by the book in
order to secure uniformity, compliance, and equaliYithout a certain amount of bu-
reaucracy, the risk for excesses and cases of &uougch higher.

Relative autonomy has been considered as one afefi@ng properties of profes-
sions. In this regard, controllers have been ggutecessful and they have been able to
defy the restricting power of their employing orgamions. Perhaps, because control-
lers are dependent on organizations in a sensevittiedut them, there would not be an
occupation to speak of, they have learned how tigate and get along in the bureau-
cratic hierarchy of organizations. In addition, ttollers have never been sole practitio-
ners, like doctors, for example, therefore theyehaot had to adapt to working in or-
ganizational settings.
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6.1.2 Thesalienceof serving theclients

Clients are yet another actor in professionalizapmjects. As already mentioned, con-
trollers have a variety of different types of ciemepending on their position, job de-
scription, and organization. Controllers’ existemt@rganizations is, in a way, depend-
ent on their ability to provide financial advice tleeir clients, whether they were line
managers, the top management or other colleagseso#t-consciousness, and demand
for profitability is increasing (Leicht & FennelB®7), controllers’ role in organizations
should be enhancing as their financial expertismim@s more important. It may also
lead to the demand for basic knowledge of finamoenfeveryone in the organization.
This is where the controller’s role as a dissensinand a teacher of financial knowl-
edge is essential from the point of view of orgatians.

Controllers’ work revolves around serving theiedlis. Clients influence the work of
controllers, as they are the main source of thesc&s which controllers attend in their
work. For example, the controller may be askedelp the line managers in investment
calculations or analyze the effects of a produghd¢d on the profitability of other prod-
ucts for the top management. The clients may noiwkhow to diagnose or treat a cer-
tain problem for which they need consultation frima controller. It is the controller’s
task to use his or her expert knowledge and distreo resolve the issue. The tradi-
tional service orientation of established professis thus present in controllers’ work.

Controllers are expected to provide the managemvéhtfinancial facts and recom-
mendations for decision-making processes withogasiwating or bending the truth.
As experts in their field, controllers should st#te facts, provide analyses, and rec-
ommendations without external pressure or influefdey need to remain frank and
unbiased despite possible request to distort irdtion or misrepresent figures. Con-
trollers can be considered as quite independeatsatt organizational life, who need to
be objective about facts and remain impartial arabiruptible come what may. This
objectivity in controllers’ work is line with whas expected from professional practi-
tioners.

Controllers’ orientation towards serving their olie to the best of their ability is
closely linked to the business-orientation of madeontrollers. The literature on the
role of controllers has documented a switch frormber scrunching and providing fi-
nancial information that is of little use from thasiness point of view to being business
partners and producing strategic information focisien-making purposes (see e.g.
Granlund & Lukka 1997). The data gathered for ghigly supports the strong business-
orientation of modern controllers. Controllers stam their ability to bring value to the
company through their work in helping the businessucceed. On a more general
level, organizations can thus be considered asaters’ clients and indirectly even the
stockholders, who gain the financial benefits afcassfully run businesses.
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However, the traditional relationship that is colesed to exist between professionals
and their clients — the distant, formal relatiopshidoes not apply in the case of con-
trollers. Rather, the relationship that controllshare with their clients is cooperative
and informal. This tendency can be explained irt pgrthe lack of line authority of
controllers towards their clients and by the faett tthe clients are also their colleagues
and members of the same organization. Controlleigntation towards serving their
clients is very much in tune with what the litergtwonsiders as an essential aspect of
professional work. The service orientation of tlveupation of controllers seems to be
one of the more promising domains with regard$&ir fprofessionalization project.

6.2  Stumbling blocks in the professionalization of conbllers

6.2.1  Unrestricted knowledge-base

One of the actors involved in professionalizatioojgcts are universities and other
training institutions that are in charge of cregtand disseminating new knowledge as
well as training new professionals into the mari@arrage et al. 1990). The inter-
viewed controllers had obtained their degrees flmminess schools associated with
universities, which is likely the case for most tofiers.

In the case of controllers, universities do noteadie students for a particular profes-
sion, as is the case of law and medicine. Rathergetucation provides the tools and
theoretical knowledge that lays the foundation uptich students build their careers
and practical experience later in different occigqret. The education is also very theo-
retical with little practical training. The basicaining consists of various different
courses in business and economics after which steidiecide, which subject to major
in. All of the controllers interviewed for this sty majored in accounting, which is
likely the subject in which the majority of contieis in Finland have specialized.

Although in their recruitment, employing organinais typically require controllers
to have a higher-level university degree in accognor equivalent, there are not for-
mal, mandatory training credentials for one to waskcontroller. This implies that con-
trollers’ have not been able to create a markelteshand gain professional closure,
which have traditionally been emphasized as a nfajor in the process towards pro-
fessionalization. The lack of such mandatory crédencauses a low barrier to entry to
the field and may make professionalization imprdd@@Glicker & Armbruster 2003).

Because universities are independent institutithes; have extensive power of deci-
sion to define the content of their training progsa and the knowledge they wish to
create and disseminate. Of course, they take iotsideration what the practitioners
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wish from new professionals entering working libeit because the training programs
do not aim for a particular profession, universiteave much larger influence on the
content of the training of new professionals. Acams also have great power concern-
ing the production of new knowledge. They can vl decide by themselves what
they concentrate on and what type of knowledge feelyis relevant. Of course, the aim
is that research has not only theoretical valu¢,also practical implications that new
knowledge could be utilized in practice as well.

Universities have the power to decide the numbestoflents they enroll in their
training programs, which implies that they alsoéndélve power to control the supply of
future professionals on the market. As universitiage taken a strong foothold over the
knowledge base of controllers as well as over ti@rol of the entry and training re-
quirements of future professionals, controllersaasoccupational group have little say
in these matters. This would imply that the knowledbase of controllers is not under
the control of the occupation, but instead, untierdontrol of universities that provide
the knowledge base and education for controlleonti©l over the practice as well as
the knowledge base has been considered as aniaksature in determining the out-
come of professionalization of an occupation (K$&95). In addition, as the degrees
that controllers have obtained from their respecbusiness schools are highly valued,
it gives the universities power and independenam foutside influences.

Controllers apply their expert knowledge to solweit clients’ problems in their
work. Education provides the basis, the formal kieolge base that controllers apply in
their work. In addition, tacit knowledge is essahin controllers’ work. Controllers
apply their formal knowledge in dealing with thelrents’ issues and at the same time,
they use their discretionary judgment and tacitvkiedge to apply formal knowledge in
practice. These elements of controllers’ work aexigely what the literature considers
to be at the core of professional work (Gorman &dgdur 2011).

It became clear from the data gathered for thigysthat although education pro-
vided the basis of controllers’ knowledge, expareenabove all, was stressed as the
main source of their expertise. Especially, theeeigmced controllers thought that it
was the most important factor behind their knowhbwerpersonal skills, business wit,
and common sense are qualities that controllers imehigh value as factors behind
their expertise. In the literature regarding prefess, education is seen as a determining
aspect of professional expertise, because of itdyatm shut out those without appro-
priate training from the occupational opportunit@sthe profession. Perhaps, if the
education played a more significant part of comdrsl expertise, they would have a
better chance at reaching occupational closure.

Another issue regarding controllers’ knowledge hadhat the expertise is quite or-
ganization-specific. Although the problems to whadntrollers attend may not be that
unlike between different organizations, but thecpcas, structures, systems, and proc-
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esses do vary, which implies that the knowledgeeaghifrom one organization may re-
quire revisiting and building on it when working amother organization. Constant
learning was stressed by the interviewed contioldex the key to success in their busi-
ness and as a major factor in their expertise.drganization-specific expertise implies
that the knowledge base may not have portability @miversality (Reed 1996), which

have been considered important aspects of profesdmrmal knowledge base.

As already mentioned, there are controllers, whaddition to management account-
ing are in charge of financial accounting as wella smaller firm controller may have
the responsibilities of the chief financial officer have HR or legal matters as their
responsibility. The job descriptions are variedd @ontrollers in different positions in
different organization need knowledge that is belyomanagement accounting. The
knowledge of the business, no matter what fieldlthginess operates, must be learned
and mastered by the controller. Management acaoyintiay provide the theories, tech-
niques and frameworks, but the controllers’ knowkethase must reach far beyond one
discipline in order to prosper in their job. Theeusd a distinct knowledge base does not
apply to controllers very well, because their woekuires the use of other knowledge
bases as well. Different matter is that whether ather occupational group applies
management accounting as their primary knowledge.ba

There has been vivid discussion in literature alibet theoretical foundations of
management accounting, and whether there are aoyi¢ls of management accounting
or just techniques or concepts and theories lofmoead other disciplines such as sociol-
ogy (see e.g. Malmi & Granlund 2009). Whether managnt accounting forms a uni-
versal knowledge base and a specialized field pédise that can be codified and stan-
dardized may be questioned. The data indicatesnti@aiagement accounting frame-
works and techniques offered controllers the bemigheir work, but much of the ex-
pertise relied on their own discretion and judgméftnagement accounting may not
have the degree of standardization and codificatian it should have in order to be
regarded as a distinct body of theory. An occupatiat leans on a weak knowledge
field with a vague or obscure knowledge base capraituce portable and testable cre-
dentials and will find professionalization diffi¢{Fincham 2006; Muzio et al. 2011b).

Whether management accounting has theoretical &iiom$ or not is beyond the
reach of this paper, but the underlying questioetivr management accounting could
be considered as a distinct knowledge base foralters is relevant. It seems that from
the data gathered or this study, experience anavlkdge from other disciplines and
fields seem to be at the core of controllers’ etiper An occupation that would be the
first to state that management accounting is ghi@mary knowledge base; it seems that
management accounting is only one part of contgliexpertise and perhaps not even
the most essential one. The knowledge base ofatars does not seem to be restricted
into a single discipline, but instead, it encompassarious different disciplines and
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fields of knowledge. The issue of not having arret&d, exclusive knowledge base is
perhaps the most marked obstacle in the profedsiatian project of controllers.

Although, the manner in which controllers applyithexpertise in their work fits
very well into the traditional model of professipmnise issues with controllers’ knowl-
edge base and the lack of mandatory credentialsrémtice may undermine the chances
for the occupational group to become a recognizetépsion.

6.2.2  Unorganized occupational group

One of the issues that controllers have in thedfgssionalization project is the lack of

internal organization within the occupational grolipe practicing professionals them-

selves are one of the five key actors in profesditormation and their main resources
are organization and ideology (Burrage et al. 1990 absence of a representative
organization is perhaps the most notable featur@nafinorganized occupation. One of
the reasons for the lack of organization within dleeupational group may be that con-
trollers do not share a sense of oneness withirgtbep or feel like they belong to a

distinct occupational group with other controlle®erhaps, the lack of interaction

within the group is one reason of not having a seideing part of a distinct occupa-

tional community. It may also be that controlleomsider themselves as part of a larger
group of financial professionals as opposed todaimember of the occupation of con-
trollers.

The absence of an occupational community amongalters is actually quite curi-
ous, because as a group they are involved in time ggpe of work, share common
training, career pathways, as well as working cobmas. These are considered as the
factors that would be inclined to create a cohesigeupational community (Van
Maanen & Barley 1984). Controllers also share similalues, norms, and perspectives
in work, which should create a common identity agoontrollers. The data gathered
for this study also indicated that there are ewmias pressure and expectations within
the group on how one should conduct oneself arfdl thieir duties, which would indi-
cate some degree of self-regulation within the grou

Another reason for the absence of an occupati@mmahwnity and internal organiza-
tion within the group of controllers could be tletf that the job descriptions of control-
lers differ between organizations as well as ingiti¢them. Whereas one controller is
exclusively in charge of management accountingthrearanay have financial account-
ing as the main area of responsibility. One cold@rahay be in charge of the finances of
one department, whereas another is in charge oéntiee company’s finances. This
variation between controllers’ areas of respongybdnd differing job descriptions, in
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part, may explain why controllers do not feel asgenf oneness and consider them-
selves as a distinct occupational group.

6.2.3 Minimal stateintervention

The final actor in professionalization project hi® tstate, which has the coercive power
to regulate professions (Muzio et al. 2011b). Twadal literature on professions has
emphasized the state as a major factor in detemgnithie professionalization of an oc-
cupational group by granting it the exclusive rigitcontrol a certain domain of work
by licensure, educational credentials and so fdbihce a certain profession has been
recognized by the state, they are the only onesvatl to practice that domain of work
(Abbott 1988).

Although, the state plays an important role in pssfonalization activities, the occu-
pational group of controllers in Finland has notdeany effort towards involving the
state in their own project. The reason for thigpdstion maybe found in the fact that
controllers as an occupational group have not naagesffort towards organizing them-
selves. Without an organized group with unanimaaiggand objectives, state recogni-
tion is doubtful. The professionalization of an @gational group must start from inside
the occupation and if there is no organization logirtpart, the aim of obtaining the
status of a profession is practically non-existent.

There are, however, occupational groups that #ie stoes wish to control or be in-
volved with in order to protect the public from fessional malpractice or negligence.
These occupational groups are such that incompgt@nthe production of their ser-
vices may have damaging effects on the wellnesseourity of the public. (Larson
1977.) It only makes sense that the governmentsmanibe involved in their activities.
Doctors and lawyers are, of course, such groupstheubanking sector, for example,
has been subjected to their share of governmamtaliement during recent years due
to the questionable granting of loans to individualth little or no solvency to be able
to pay them back.

Controllers, on the other hand, are such an ocmurgtgroup that is not under the
immediate microscope of the government. The redgspthis ‘laissez-faire’ approach
may be that the clients of controllers’ services gpically internal, which allows the
employing organization to monitor and control thegtivities and, if necessary, impose
sanctions. Because the clients of controllers ateprivate individuals or external or-
ganizations, the state does not feel the need pwsm controls on the occupational
group. The situation would likely be entirely diéat, if controllers did direct their ser-
vices to private individuals; the ability for prieacitizens to monitor and control the
services they are being provided is quite minus(@Bilerage et al. 1990).
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Of course, it has to be acknowledged that cont®lleay be in charge of financial
accounting, which implies that they are in charfiexiernal reporting to outside au-
thorities, such as the tax authorities and investdence, controllers must comply with
the generally accepted accounting principles andoAwstancy Act and abide by the
laws and regulations imposed by the state and athiéiorities. Although the state is not
considerably involved in the activities of conten, it does influence their work in the
background as with any other occupational group.

6.3  The occupation of controllers in the UK and Finland

At this point, it is constructive to compare théfelences and similarities between the
occupation of controllers in Finland and in the tgdiKingdom. As already mentioned,
the professional association for management acaats)tthe CIMA, has strong pres-
ence in the United Kingdom. This feature of theupation is, perhaps, the most defin-
ing divider between the two countries.

It would be fair to state that the occupation aftcollers in the UK has been able to
organize itself much more effectively than its ctauparts in Finland. Practicing profes-
sionals are one of the key actors in their own gssibnal development, and internal
organization can even be considered as the fgsif&iant step in the process. A profes-
sional association is an important element in msitmalization efforts, since it repre-
sents the members of the occupational group, guheilsrights, and negotiates on their
behalf (Evetts 2002). In this regard, the occupatiothe United Kingdom have a much
better chance to professionalize as opposed tartHanland, which has not organized
itself in any way.

It seems that the work of the CIMA is very simitarthat of the auditing profession.
It is reasonable that management accountants wimlldterested in attaining the same
type of status as their close colleagues and imgdheir professional values, processes
and features are indicative of such inclinationvidg an own degree, exclusive title,
code of ethics, and a disciplinary process have laelapted from those of the auditing
profession. It is questionable, however, wheth@s¢hattributes can effectively and
credibly be implemented to the occupation of cdlgrs. As already discussed, the
work of controllers is very specific to the orgaatibn, position, business, and job, and
their knowledge derives from different sources drstiplines. Because of these attrib-
utes, it is unlikely that controllers are able @ach the same type of status as auditors.

The professionalization project of management aci@ois with the lead of their
professional association, the CIMA, is a good sangblthe elements that a traditional
professionalization project covers. Closed membyersinucture, code of ethics, training
program, magazine and a disciplinary process aweofethe components, which are a
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part of established professions’ properties. Altflguthe activities of the CIMA may
have the outside appearance of a well-establishaf@gsionalization project, the more
profound issues with the occupational group mayob@d underneath the surface. It is
understandable why occupations would be inclinetbliow the same paths as those
that have been successful in their efforts to mitmalize. These so-called mimicry
processes are widely recognized in literature altogrto which organizations, or in this
case occupations, tend to mimic the behavior atidrecof those that have succeeded
(DiMaggio & Powell 1984).

There is reason, however, to question whether tbfegsionalization project of the
CIMA has any substance or if it is just an attemapproject an image of professional-
ism and use the ideology of professionalism to gaivantages for the occupation with-
out any of the fundamental elements of professiorsipport these efforts. Many occu-
pational groups have gone to great lengths to their own representative associations,
professional standards, training programs, and wowards building a professional
image (McKenna 2006). Despite the efforts, manyupational groups have not suc-
ceeded in their professionalization projects, whtdme to show that the outside ap-
pearance of a group, internal organization, andiokied elements of professionalism
do not alone make a profession. Without such ptegseas an exclusive knowledge
base, clearly defined markets, separation fromraitbeupations, and mandatory profes-
sional training, professionalization projects mayne to naught (Kyré 1995; Muzio et
al. 2011b). This may well be the case for the ClkEAwell.

Controllers do not rely on a single knowledge bese their expertise cannot be con-
sidered to base on a distinct body of theory. Tlaekets in which controllers operate
are multifaceted and undefined as their work careca multitude of different type of
organizations, job descriptions, and positionsaddition, controllers do not have con-
trol over their knowledge base, the practice inrtheld or occupational closure, which
would allow them to regulate the practice in trdmmain and the entry of new practi-
tioners to the field. The appeal of professionalismpowerful and the advantages
gained from professionalization are many. Consmgthe inherent properties of the
occupational group, there is reason to believe ttmatwork of the CIMA is trying to
turn an occupational group into something thaait never be by embellishing the exte-
rior with symbolic elements of professionalism aatthching the ideology of profes-
sionalism on it. It may well be that the institigevorking towards an unreachable goal
and will eventually run into the impossibility did task. It may well be that behind the
facade of professionalism the actual substancheoptofessionalization project is pre-
eminently hollow.

The type of work, knowledge base, and markets afroblers is likely very similar
for both Finnish and British controllers. Perha® only way in which the occupation
of controllers in the United Kingdom differs frorhet one in Finland is the ostensible
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success of their professionalization project. Thdeulying issue behind the difficulty
for controllers to professionalize, their dubioumWwledge base, is just as much an issue
for controllers whether they were in the United ¢gdom or Finland. It is possible that
the work of the CIMA has raised the status of acalldrs and worked towards unifying
the occupational group with their degree and mestiyerin order to create an occupa-
tional community, which is very much non-existamfinland.
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7 SUMMARY AND CONCLUSIONS

This study described the occupation of controlierthe context of professionalism. The
purpose was to discover why controllers in Finléuwagle not professionalized, map the
reasons for it, and discover the elements, which hadp them to become a profession.
The United Kingdom was used as a point of refereadeetter understand the profes-
sionalization project of controllers. The findingfsthis study are not claimed to be con-
clusive; however, they do offer indications on giteperties of the occupation of con-
trollers and possible reasons behind their lagkrofessionalization.

There are several reasons why research is intdrestgudying professions and the
process of professionalization. The discourse ofgssionalism is powerful and the
benefits that come with professionalization aressattial — autonomy, social status,
financial rewards and recognition — are only a f#whe properties that pull occupa-
tions into professionalization (Evetts 2011). Thewnknowledge economy has been
characterized by the rise of new expert of occopatiwhich attempt to mimic the pro-
fessionalization projects of established professi@md gain the status of a profession
themselves (Muzio & Kirkpatrick 2011). However, betng a profession is not self-
evident and, despite attempts, a number of ocaupgtsuch as consultants, have failed
in their professionalization projects, becauseeafsons relating to the internal proper-
ties of the occupations (Muzio et al. 2011a).

Professions are a special occupational group oérexporkers that differ from other
occupations in several matters. Firstly, their etipe is based on abstract, codified
knowledge that has theoretical foundations. Prajasshave control over their exclu-
sive knowledge base and, therefore, they contmlpitactice in their field. They are
entitled to a high degree of autonomy concernimy throfessional judgments and deci-
sions. Professions are a self-regulating groupseree that through socialization prac-
tices and internal control structures, they keegrtmembers in line without outsiders
having to step in. Professions offer services usivagy professional expertise and dis-
cretion to help solve their clients’ problems. Aocopational community that brings
unity and a sense of oneness within the group cteraes professions. Professions
enjoy high social status as well as considerablantial rewards. (Freidson 1994;
2001.)

The process of professionalization has been destti consist of series of negotia-
tions and occupational settlements with relevamdradn the field. Practicing profes-
sionals are evidently one of the actors in theinqwofessional development, since
through internal organization, they are able tal@dgh their position on the market and
increase their status with other actors. Trainmgfiiutions play their own part in the
professionalization of an occupation. They build kmowledge base that is the founda-
tion of an occupation’s professionalization projastl train new members to the profes-
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sion. Clients are yet another actor in the processause of the importance of service
orientation of professions. The state is also aaévwn professionalization processes in
the sense that they have the ability to apply éeerpower to hinder or advance any
occupations’ professionalization projects. (Burragal. 1990.) Finally, the role of the

employing organization has become of increasingomamce in the professionalization

activities, since most of the professionals areleygal by large organizations with con-

siderable influence on these projects (Muzio e2@L1b).

Controllers have been introduced with a numbemnobvations in the field of man-
agement accounting that fall within their field @fpertise (Ahrens & Chapman 2000).
Increasing cost consciousness and competition (Bdod& Reay 2011) have most
likely benefited controllers in the sense that financial aspect is becoming more im-
portant to organizations and thus controllers’ etipe in financial matters as well. The
role of the controller as a disseminator of finah&nowledge, a producer and analyzer
of information, and a strategic business partneéicates a strong presence of controllers
in organizations. It would therefore make sensetti@occupational group would have,
in the least, attempted to professionalize, butivinas so far kept itself waiting.

There are many reasons why controllers in Finlaaademot been able to profession-
alize. The most visible, perhaps, is the lack grafessional association, which indi-
cates an unorganized occupational group. Profesis@ssociations are typically the
ones in charge of organizing events, conferencekpther forums for their members. It
may therefore be difficult to achieve cohesion i@ate a sense of unity and exclusive-
ness within a group of people without a unifyingamization (Kubr 1996). The lack of
interaction among controllers in Finland is possiahe of the reasons why controllers
do not consider themselves as a distinct occupatgnoup. Perhaps, they identify more
strongly with their employing organizations or edtign. Controllers may consider
themselves as financial professionals in generdl ‘@ontroller’ only as a title as op-
posed to the term having the meaning of a distinctipation.

Another problem with the occupation of controlleggheir varying job descriptions
and contents of their work. The title ‘controlles’ utilized in very different contexts,
and for very different positions in organizatioB®cause of the inconsistent nature of
controllers’ work across different organizationsl goositions, it is difficult to achieve a
sense of oneness and consider belonging to adisixcupation. The sense of occupa-
tional community is perhaps dependent on the faat the work is mainly similar de-
spite the work place or position in organizatiddedefined markets and varying clien-
tele may also hinder the professionalization oftamiers.

Yet another, perhaps the most profound problem thighprofessionalization project
of controllers is their indistinct knowledge baliecould be stated that controllers’ for-
mal knowledge base is management accounting, wbicbourse, is relevant in most
controllers’ work. However, controllers do not redg a single knowledge base — they
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gain their expertise from many different fields agmphasize the significance of ex-
perience as a major factor in determining theiregtipe. Codified, standardized and
portable knowledge base has been considered natlite as one of the determining
factors in professionalization projects (Reed 1996)

Although there are many issues with the occupationontrollers in Finland con-
cerning their professionalization project, it ajgmssesses features and elements, which
are in accordance with the traditional elementprofessions. One of these attributes is
the relative autonomy of controllers in their orgations. Perhaps, their considerable
autonomy is related to the controller’'s job degaim which demands a certain objec-
tivity and impartiality. Being in a role of the magement’s sparring partner, controller
needs to state the facts, present the alternatimedspossible outcomes, upon which
managers base their business decisions. Contfodigpertise in financial matters is
trusted and respected and rarely questioned. Tbettrat is gained through demonstrat-
ing an understanding of the business and finareces the very core of the autonomy
that controllers enjoy. Another attribute is thaditional service orientation, which is
very much present in controllers’ work. Their wagkolves around serving their clients
and solving the problems that come up using thegireg knowledge and discretion.
Controllers work for the business and they brinly@do the company through serving
their clients.

Perhaps the most intriguing finding from this studhates to the status of controllers.
They did not consider the idea of professionaloratas necessary concerning higher
status, larger social rewards, or visibility in mtg. Controllers think very highly of
themselves and their expertise. They consider theik to bring value to the company
and to have an impact on the business. Contrdiérstrong honor and pride to be con-
trollers, and thought that their occupation is exted in their working places. They felt
that controllers are regarded as experts in themw beld and that their status is rela-
tively high. Perhaps controllers enjoy such autopand respect in their respective
organizations that they do not feel the need forememinence. The only way in which
controllers considered professionalization to befulsis the sense of community it
would offer by bringing together controllers froniferent organization and the learn-
ing aspect which comes through sharing of infororatéind experiences with others.

Although controllers consider themselves and thepertise to be respected in their
work places, they still assumed that people in gartead the traditional image of con-
trollers as stiff, formal bean counters. Contr@lguestioned the likelihood of this type
of occupational image gaining respect in the wisleciety. The inconsistency of this
line of thought is curious, since on one hand tteyk they are respected, but on the
other, they do not think that they are. Perhapsoidmipational image that people in
general share of controllers is that of formal bauaats, which, however, is not shared
in the work places of modern business-orientedrotiats.
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Although the professionalization project of coned has promising aspects, the is-
sues with their occupational properties may outtveige positives. The data in this
study indicates that it may not be possible fordbeupation of controllers to achieve
professionalization in traditional terms at led3te issues with their indistinct knowl-
edge base, undefined markets, and inconsistentigsioriptions are decisive factors
concerning professionalization, which may be vaffiadilt to overcome. The analysis
of the work of the CIMA in the United Kingdom denstrates, how it is possible to
create an impression of professionalism by estaiblisa professional association, code
of ethics, training program and so on. Without ¢hecial elements of professionalism,
such as formal knowledge base and occupationalrapran occupation may never
reach its ultimate goal of becoming a professidrer& are many cases to refer to where
the mimicking of the activities and practices ofaddished professions was not enough
to gain a similar status, most notably the professization project of consultants.

More research on the professionalization of colers) however, is needed in order
to reach more sustainable conclusions. The purpioges study was to explore the sub-
ject area, gain insights, and give guidance fourtutresearch. Because of the small
sample size, line of questioning, and the scakb®tesearch, it would be problematical
to claim that the results of this study are congkisA fruitful stream of research would
be to explore, how controllers apply their experb\kledge in their work, and what this
expertise consists of. Taking an in-depth view intmtrollers’ knowledge base and
application of expert knowledge would offer a mtinerough and comprehensive un-
derstanding of their expert knowledge, which is ohehe decisive factors in profes-
sionalization projects.
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Financial controller, in vitro diagnostics industigterview 8.3.2013.
Controller, machine construction industry. Intewi21.3.2013.
Controller, medical instrument manufacturing indysinterview 12.4.2013.

Head of Finance, telecommunications industry. inésy 3.5.2013.
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APPENDIX 2 INTERVIEW GUIDE

Profile:

Education

Career

Length of job experience as a controller
Current job description

Being a controller:

How did you decide on becoming a controller?

Is your work as a controller satisfactory or isuit intermediate stopping point to some
other goal?

What kinds of values and principles do you havgaar work as a controller?

Do you value your work as a controller?

Do you identify yourself with your education, preston, employing organization or
some other basis?

Expertise:

What is your expertise and know-how founded on?

Do you consider your expertise special knowledge, kind that is not very easily
learned?

How routine-like is your work?

Do you have to a lot of discretion in your work ajply what you have learned?

On which disciplines do you work lean?

How large influence does your education have withrywvork?

Autonomy:

How independent is your work?

Do you get to decide the content of your work at tetermined from higher?

Do you feel external pressure to do your work dagerway, e.g. from employer, cli-
ents, colleagues?

What is your attitude towards bureaucracy?

How does your employing organization influence yoork?

How large an influence do you have towards decssittvat are related to your exper-
tise?

Service orientation:
Who are your clients, that is, for whom are youwv®es oriented?
What kind of relationship do you have with yourealis?
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How do you take your clients into consideratioryaur work?
Do your clients influence how you do your job —ydmu have to change your own prin-
ciples, approaches etc. when you serve your cfients

Status and rewards:

How do you consider your position as a controlieyour work community or society?
In your opinion, what kind of image do controlldrave in working life and outside of
it?

Do you feel that the social or financial rewardsontrollers are acceptable?

Community:

How much do controllers in different organizati@moperate or are in contact with one
another?

Are there forums, conferences or any other instari@ge controllers meet up and share
information with one another?

Do controllers have a community?

Do you feel that controllers in Finland would havehared identity, norms, values or
culture?

Professionalization:

Are you familiar with the CIMA, The Chartered Iristie of Management Accountants
based in the UK?

Do you feel that there could be willingness or nded a similar organization in
Finland?

Do you feel that this type of institute would haae impact on the status of controllers
or increase their awareness?

Do you think that controllers should complete aasefe degree, like the auditing pro-
fessionals?

Do you wish that controllers had a similar statsig&. auditors in Finland?



