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Theory
Goold and Campbell, 2003

(A12)



Taxonomy of Unit Roles

From Goold, M. and Campbell, A., (2003), "Making Matrix Structures Work: Creating Clarity 
Unit Roles and Responsibility", European Management Journal, 21(3).



• Each unit has specific responsibilities

• Shared Services (IT, HR, etc.)

• Projects (Work)

• Resources (People, Money)



• Each unit has specific accountabilities

• Project units to deliver

• Shared services to provide cost effective
services

• Resource units to provide resources



• Each unit has specific relationship types

• Reporting

• Lateral



Practice at JPL



Jet Propulsion Laboratory



Background
• Federally Funded Research &

Development Center

• Staffed by California Institute 
of Technology (Caltech)

• National Aeronautics and
Space Administration (NASA)

• One of ten NASA centers

• About 6000 employees and
7000 contractors - 13,000 total

• Established 1944



JPL’s Matrix Organization
9 directorates; 50 divisions; 200 sections



How does it work?

• Program Offices direct the 
programs and projects; e.g.
Mars Rover

• Line Directorates supply the 
people to the projects -
staffing

• Service Directorates provide
shared services; e.g. IT, 
Business, HR, etc.



Program Offices
• Solar System Exploration
• Mars Exploration
• Astronomy, Physics, and Space Technology
• Earth Science and Technology



Line Directorates
• ESD – Engineering & Science Directorate



Service Directorates
• Office of the Director

• HR
• OCS – Office of the Chief Scientist
• OCT – Office of the Chief Technologist
• IT
• Outreach



Service Directorates (cont’d)
• Business
• OSMS – Office of Safety & Mission Success
• IND – Interplanetary Network Directorate





Accountability
There’s also a three boss 
problem

Since JPL employs 
contractors, the contractors 
have to report to their 
respective contracting 
companies

Monthly management 
reports (MMRs) consist of 
contracting employees 
reporting back to JPL the 
work that the contractors did



How it (sometimes) works

• Group managers from the line 
become project managers

• They then become Cost 
Account Managers (CAMs) 
in charge of the money

• Project managers become
task leads (no authority 
over their respective
projects)
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