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Thesis Summary

The main objective of this research is to examine the use of information technology (IT)
in less developed environments. One of the fundamental premises of the study is that
there have been disproportionately large research efforts with respect to IT in the United
States and to some extent in Northern Europe compared to other regions of the world.
The results of these studies are considered by those conducting them to have high
degrees of generalizability; across types of organization, and across cultures and nations.
However, little is actually known about the use and development of IT in less developed
regions of the world. Technology may pose different problems and solutions depending
on the environment, because the social processes which identify and resolve problems

vary from context to context.

The research uses Greece as an example of a less developed environment with respect to
IT and aims to build a profile of the use of IT there. The theoretical framework used
focuses on IT use in its context, and draws from a number of sources including social

psychology and organizational and management studies.

By building on the few studies that have explored the case of Greece, the research
provides an analysis of the trends in IT use and development. The increasing use of
networks and the dispersion of technology to regions outside the greater Athens area is
displayed. The main problems that respondents have with IT use in Greece are identified
and include skills and supply shortages, training, and the rapidity of technological
advances. Although clusters of perceived problems exist, respondents are generally
extremely satisfied with their IT operations and the contribution of IT to their business
(profits, efficiency, quality etc.). Although there are wide variations in the specifics of
installations between firms, the general perception of respondents has been to view

themselves as having similar or superior IT to that of other firms.
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Chapter One
Research Objective and Rationale

1.1 Preamble

The inspiration for this research project was derived from the author’s work in the
computing department of a major press distribution agency in Nicosia, Cyprus. The
Cypriot environment, both in terms of economy and social convergence is less
developed than that of many parts of the Western world. Information systems
developers did not seem to use any particular methodologies. Management did not
have explicit strategic plans. Planning was minimal yet change was common. It
seemed that many of the assumptions of Western management theories in terms of
social, political, economic, organizational, and cultural variables would be undermined
in a context that was so different. The corollary of this is that if such theories were
‘transferred’ to that kind of environment, it is likely that the results may be
considerably different from those expected. The author’s main interest is in

Information Management (IM) and it is in this area that the research project is focused.

1.1.1 Objectives

The main objective of this research is to examine the use of information technology
(IT) in less developed environments. One of the fundamental premises of this study is
that there have been disproportionately large research efforts with respect to IM and IT
in the United States and to some extent in Northern Europe — than those in other
regions of the world. The results of these studies are considered to have high degrees
of generalizability; across types of organization, and across cultures and nations. Little
is known about the use and development of IT in less developed regions of the world.
It will be shown that it is in these regions where IT development and use are likely to

adopt a considerably different appearance. Authors such as Barley (1990) have shown
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that a technology may pose different problems and solutions depending on the
environment. This is because the social processes which identify and resolve problems

vary from context to context.

1.1.2  Scope

This research aims to build a profile of the use of information technology in Greece.
The theoretical framework used to do this attempts to focus on IT use in its context and
draws from a number of sources including social psychology and organizational and

management studies.

Chapter one provides the theoretical background to the study and presents the main
assumptions of the research. The next chapter provides an overview of work on
‘national culture’. From this large body of literature, some salient points are
highlighted, to help inform the current thesis. Chapter three discusses the
methodological strategy which has been used to collect and analyse the data. Some
previous research that has taken place in the same field is reviewed in order to provide
a context to precede the analysis. The core of the research is contained in chapter four
where the data collected by qucstionnaﬁrc is analysed and discussed. In the final

chapter conclusions are drawn and further research is proposed.

1.2 Literature

Throughout the research a continual review of relevant literature has been undertaken.
This has involved periodic searches of bibliographic databases, scans of library
holdings, and the establishment of a link with the University of Athens, Economics

and Business (AUEB). This process has shown that research on IT use in Greece is
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scarce. There have been only a few studies and some of the most important of these

are reviewed in the next chapter.

The lack of literature to review thus makes the use of a positivist methodology, where
hypotheses are drawn from (amongst other things) examining the reviewed works, at
least difficult and maybe impossible. This and the very nature of an information
system, its interpretive flexibility (cf. section 1.4.1), occasion an interpretive,

grounded, or relativist methodology.

An interpretive approach had driven much of the thinking behind the research in this
thesis and has contributed to the overall research design. In practice, due to the fact
that the design had been intended to cater for a more extensive investigation in the field
(cf. Section 3.1 : Purpose) — and because the results shown here form only part of the
larger ‘plan’ — difficulties in operationalizing the interpretive approach may be
apparent. More specifically, the research ‘tool’ — the questionnaire — does not entirely
‘fit" the methodological approach chosen. This is further discussed in section 3.7

(Questionnaire).

There is a growing body of work which advocates an interpretive methodology for the
study of IT. It is from this work, and from others which call for interpretive methods,

that the methodology for this project is derived.

One of the main problems with an interpretive approach is that which is concerned
with the ‘generalisability’ of results. The aim is not to study a ‘random sample’ and
use this to generate for a population — as with a positivist approach. What can be

achieved is generalisation within a particular social group.
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Defining a social group is problematic. Sahay et al (1994) argue that difficulties arise
because of the complexity of social contexts which influence individuals’
interpretations [of technology], because social groups ‘cut across organizational

boundaries’, and because informal social networks add complexity.

Interpretive research is difficult to conduct as it often demands considerable resources
(time) both at the data collection and analysis stages. Questions need to be designed to
be as far as possible ‘open ended’. This generates problems in the analysis due to the
high volume of data that is often collected. Recent developments in computer-aided

analytical tools may help to alleviate some of these problems.

As limited as dichotomies may be with respect to analytical rigour, I have (for the sake
of simplicity) separated the literature into that which advocates the inclusion of social
and interpretive phenomena (with respect to IT, technology generally, and
methodologically), and that which proceeds with little or only rudimentary
consideration of these ‘softer’ issues. The literatures are summarised in the next two
sections. I refer to these literatures as ‘socio-positive’ and ‘socio-negative’. I begin
with a critical overview of the socio-negﬁtive literatures and go on to review SOCiO-
positive works in an attempt to assimilate a framework of ideas to help with

researching the use of IT in Greece.

1.3 Socio-Negative Literature

There is a large literature which concerns itself with information management,
information systems strategy, information systems development, and the like. Earl
(1989) provides a good summary of the growing literature on information systems

strategy in organizations. Most of this is aimed at assisting management in formulating
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strategy — but are of little use in regions of the world where the idea of long term

strategic management is foreign (Avgerou and Doukidis, 1993).

1.3.1 Strategic Management and IT

Earl (1989) provides a good summary of the strategic management literature and
carefully integrates this with the management of IT. He presents many prescriptive
frameworks to aid management in formulating and managing their IT strategies. There
are clear stages in Earl’s ‘design’. First there are awareness, opportunity, and
positioning frameworks to assist in locating one’s position with respect to IT activities.
Next is the formulation of IS and IT strategies, followed by the generation of IM

strategy. Implementation and control strategies are then added at the end.

Much of Earl’s work can be classified as ‘content’ theory. Taxonomies, categories,
and ‘recipes’ typify the strategic management literature. Hornby et al (1992) who have
looked at information systems development warn that to “simply provide analysts with
checklists of ‘things to do’ [content theories] in relation to human and organizational
issues (i.e. to define the human and organizational ‘content’ which should be covered)
is to ignore the psychological and organizational complexity of the context in which the

development takes place” (p. 166).

Nearly all of Earl’s examples are taken from cases of large British or U.S. firms (for
example, Mermill Lynch, IBM, United Airlines, British Telecom, American Hospital
Supply). Although the examples are useful for illustrating particular strategic
decisions, many of them are outdated and of little relevance in today’s IT climate. They
do however have some pedagogic value and are useful when taking an historical

perspective.
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Earl never considers the fact that the socio-economic and politico-economic
environments, as well as the cultural, may be considerably different in the countries
where his examples are taken from, than in many other regions of the world. It is also
taken for granted that Earl’s firms have the resources or competencies to practice
‘strategic management’. Implicit in the frameworks and managerial theories that
underpin them are rational and entitative themes and assumptions. These perspectives
theorise technology or organizations as objects which are independent of people and
which have attributes that imply a priori outcomes — regardless of context.Taken for
granted are assumptions such as shared organizational values, rational behaviour and

decision making, and a dominance model of ‘management’ (cf. Eisler, 1990).

As Avgerou and Doukidis (1993) remark; what use are the theories that are aimed at
assisting management to formulate strategy in regions of the world where the idea of
long term strategy is foreign? Moreover, how can we apply research that has been
conducted in predominantly large firms (often multi-national corporations), to nations
composed of ninety-nine per cent small firms (such as Greece)? Many of these small
enterprises do not have research capabilities (implied by strategic management), or
resources for long term planning — and in many cases do not understand the concepts

of strategic management.

1.3.2 Impact of IT
Hirschheim (1986) discusses the literature which concerns itself with the impact of IT.
He notes that “most” of this type of research proceeds with oversimplifications of

technology and its impact.
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Kling and Schacchi (1982) (also cited by Hirscheim) make similar observations in so
far as they criticise the social and economic research of “computing developments’™ as
being “based on a highly simplified concept of computing and social life” (p.2). Kling
and Schacchi make the crucial observation that most studies of computing development
ignore “the social context in which the technology is developed and used, and the

history of participating organizations” (ibid.).

1.3.3 -Epistemological Foundations

There is an interesting link between Kling and Scacchi’s work and some of the social
psychological literatures which criticise ‘management’ and ‘organization’ theory more
generally for its inadequate epistemological basis (see for example, Hosking, 1988;
Eisler, 1990; Dachler, 1991; Hosking and Morley, 1991; Seltsikas and Lybereas,
1995).

The problem at the level of epistemology is what Kling and Schacchi refer to as
“discrete-entity” and Hosking and Morley as “entitative” perspectives. The discrete
entity model (approach) is typified by 1) rational actors, 2) deterministic social effects
of technology — enabled by particular ‘attributes’ of technology, and 3) an
oversimplification or disregard for the relationship between social actors and the social
and cultural context. In general, discrete entity models leave many assumptions tacit.
Many such assumptions are based on “macroeconomic and sociological theories that
make estimates or form hypotheses about general economic and sociological trends”
(Avgerou and Doukidis, 1993; pp. 69-70). If the assumptions are ‘revealed’ and given
careful consideration, the generalisability of results that depend on them may be in
serious doubt — especially where we wish to apply these theories to areas of the

world outside the United States or Northern Europe (ibid.).
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The main characteristics of the entitative perspective relate closely to those described
by Kling and Schacchi. The entitative perspective of organization is one which
assumes 1) the organization constitutes a well defined entity which may be theorised as
independent of person, 2) the organizational entity is characterised by shared goals and
purposes and rational actors, 3) the organization is separate from its environment, and
4) the organization has a structure (perceived as a physical attribute); (Hosking and

Morley, 1991).

The result of such perspectives is that technology and organizations are grossly
oversimplified and the complex social and political relationships are ignored. Such
theorising often results in producing prescriptive and ‘value-free’ (from a cultural
perspective) ‘explanations’. These are typically formulated with simple cause-effect

relationships such as those Earl (1989) describes.

Hirschheim (1992) recognises the social character of information systems and
carefully analyses the issue of epistemology providing a specific focus on information
systems (IS) research. “Information systems epistemology”, he explains, “draws
heavily from the social sciences because information systems are, fundamentally,
social rather than technical systems” (p.28). The methods for research that have
dominated the field of IS are now being queried. “Chinks have begun to appear in the
armour of the accepted scientific method, leading many to question its validity in
various disciplines” (p.31). The scientific method has frequently reduced complex

social relationships to simple, measurable, cause-effect relationships.

The discussion of epistemology and philosophical foundation is part of the larger

debate that is concerned with ‘scientific thought’. In the next section I have chosen
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literature which focuses on particular problems with the history of scientific thinking

and relates these directly to the information systems and organizational domains.

1.3.4 Western Science, Information Systems, and Organizations.

Checkland and Scholes (1990) refer to world view or Weltanschauung. This is a
central component of their ‘Soft Systems Methodology’ — an approach for
organizational modelling. Weltanschauungis pivotal because there is a strong
relationship between the world view that we have, the knowledge that we have
acquired through models, and the concept of rationality that we are using

(Narasimhan, 1984).

Narasimhan explains, that in Europe in the late nineteenth century, the predominant
‘scientific view’ is that which is known as the Vienna school and logical empiricism.
In this paradigm, “the criteria for what was rational, what constituted knowledge and
what should be considered as good science were regarded as unbounded by culture

and independent of time” (p.20).

Thomas Kuhn, in his seminal (1962) work (The Structure of Scientific Revolutions),
criticised the Vienna School. This marked the start of some concern for considering
culture and time as causal factors. The Aston Studies (Pugh and Hickson, 1976), had
however provided some evidence for the ‘culture-free’ thesis. These studies have since
been heavily criticised. Narasimhan (1984) presents an important argument — “It is
therefore not possible to formulate criteria for rationality and scientific knowledge and,
hence, for the construction of models that are independent of cultural and historical

contexts” (Narasimhan, 1984, p.20).
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Narasimhan concludes the analysis of Western science by arguing that cultural and
historical contexts play a critical role. This was central to studying the international
transfer of production software and is likely to be important to the study of IT and IM

in general.

Even where the systems in use (organizational, social, and physical) appear to be
similar to those of the software’s source, Narasimhan claims that modifications are
usually required to meet local user needs. The problem is that the Western view has
implicit assumptions about production problems which have been formalised into
computer programs for production management. Specifically, the main assumption is
that planning and control can reduce or eliminate these problems. This may not hold

for all contexts.

When looking at Third World industry Narasimhan notes that prima facie, it appears to
operate in the same ways as ‘Western’ industry. This has caused expectations that
software and computer systems based on western production models should be
applicable in those industries too. The entitative, systems approach, that leads us to
accept assumptions such as these, i gnoreé environmental influences. Material supply is
one such critical factor which differs from' the ‘free-flow’ assumption in Western
modelling. Narasimhan argues that, “a good deal of organizational behaviour can be
understood only by knowing something about the environment the organisation is in
and the problem it creates in obtaining resources” (p.31, emphasis added). In less
developed environments, critical implicit assumptions such as those of Western
models may not apply. The central question when we consider environments that are
distinguished by constraints and contingencies partly not found in the West (such as

Greece), is “...what is the guarantee that a Western model of production. and hence
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also the computer programmes, will fit?” (ibid., emphasis added). The next section

focuses on a specific example (COPICS) of a production concept which was not

successfully transferred to Egypt.

1.3.5 COPICS - An Example

COPICS (Communication Oriented Production Information and Control System), was
one of IBM's main application systems for the production industries. Narasimhan (in
Lind, 1991) traces the transfer (and failure) of COPICS to Egyptian industry. The
factors that were identified as being responsible for the failure of the COPICS model

are the following:

» does not account for autonomous decision making (i.e. the extent of
individual’s authority to react and make ‘ex-system’ decisions)
* the computer initiated directives may not be semantically coherent with the
language used in another culture (cf. also Madon, 1993)
and  * COPICS does not consider to what extent implications of actions, which are
often implicitly assumed by the system, are realised and understood by the

employees (Narasimhan, in Lind, 1991; p.44).

In summing up the failure of COPICS Narasimhan expresses a general caution with
the cross-cultural transferability of software in the following; “Computer software
such as application programs for production management can be regarded as a set of
formalised routines, developed under assumptions of what constitutes, for example, a
rational organizational behaviour or appropriate information practices. These
assumptions... are based on a model where the formulation of production management

problems and the solutions to those problems reflect a model of a production
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environment that we call a Western model. In Egypt, however, the structure of
society, the economic and technical conditions and the many diversified and non-
standardised ways of solving problems may require different models” (p.52, emphasis
added). In other words, context specific research and development may be required in
areas of the world that do not closely resemble ‘Western environments’. Greece may

be one such area.

1.3.6 Group Decision Support - An Example
Tan et al (1995) looked at Group Decision Support Systems (GDSS). These are
systems which are designed to improve groups’ decisions by controlling their decision

making environment with the provision of ‘decision-enabling’ technology.

What is important in Tan et al’s work is that they recognise the fact that most of GDSS
research has been conducted in North America and that it “may not be useful in other
countries because theories grounded on one culture need not necessarily apply in other
cultures” (p.82). Tan et al use ‘culture’ as the point of convergence for their argument.
Drawing from Hofstede’s (1980; 1991; and Bond, 1988; et al, 1990) and Hall and
Hall’s (1990) work they summarise seven dimensions of national culture (power
distance, uncertainty avoidance, individualism, masculinity, time orientation,
monochrony, context) and discuss ‘power distance’ (cf. Hofstede 1991) at length.

Tan et al’s supposition is that the effects of ‘power distance’(for a definition of power
distance cf. figure 2.1) can create damaging group decision outcomes. What is inferred
is that in some cultures, where high power distance scores are observed (e.g.
Malaysia, Philippines, Mexico, Venezuela), this is likely to have detrimental effects on

the decision making dynamics amongst members of a group. Tan et al believe that
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“higher status group members are likely to exude considerably more influence than
others” (p.83).
The implication that Tan et al want to extricate from this example, and by associating it

with culture, is clearly indicated by three points that they make:

1) “Information systems (IS) theories and research, like those of management and

social psychology, are heavily influenced by national culture” (p.82) .

2) “Considerable IS research has been conducted by North Americans based on
observations in North American organizations or using North American subjects.”

(ibid.).

3) “...these theories need not necessarily apply in other cultures...” (ibid.).

Specifically referring to power distance, Tan et al note that in cultures where inequality
in relationships is an accepted norm and has been so for centuries, “it is not clear
whether a GSS can achieve the same effect” (p.83). If cultural effects are believed to
have a significant influence on group decision processes, Tan et al’s survey of
empirical studies reveals a worrying conclusion. In all but one case [Watson et al,
1994] there have been no empirical studies examining cultural variables and explicitly

stating the cultures in which they have been conducted.
Apart from highlighting the methodological and epistemological implications of this,

including the usual fundamental problems of the generalisability of research findings,

Tan et al make a more pragmatic point — “As GSS technology diffuses globally, it is
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important that culture becomes a key research variable. GSS research needs to address

the issue of supporting decision-making groups in different cultures” (p. 83).

To reiterate, the most important issues brought out by Tan et al’s example of GSS

research, are:

1) Culture is an important causal variable
2) The majority of IS/IT research is North American based

and. < 3) Context specific research is required.

1.3.7 Office Automation - An Example

Hirschheim (1986) who looked at office automation (OA) noted widely different views
in the literature with regards the implications of OA. He suggested that this “has more
to do with the values and a priori beliefs held by the particular commentator/observer
than any empirical reality” (p.167). If we accept that ‘values’ and ‘beliefs’ are
fundamentally what is commonly referred to as culture, and if we accept that culture
varies at least from nation to nation (Hofstede, 1991; Hall & Hall, 1989) then this

further supports the case for context-specific research.

1.3.8 Socio-Negative Conclusion

In this section I have looked at both literatures which ignore the social context within
which information systems are embedded and are developed, and literatures which
discuss the dangers of ignoring context. The examples illustrate the types of problems
that can arise with respect to information technology development and use when a

culture-free thesis is adopted.
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The critiques of socio-negative literature which provide the impetus for context specific
research are what this research aims to build on. The following section looks at ‘socio-
positive’ literature. These literatures treat context and the importance of social

processes as central foundations for research in information systems.

1.4 Socio-Positive Literature

Socio-positive literatures are those whose central concern is to ensure that the social
character of technology and organization is recognised. The changes which have
caused the ‘information society’ to develop are best understood with an adequate
appreciation of the social and cultural environments which produced it. The
development of the information society has not been uniform around the globe
(Elmandjra, 1992). The next sections describe literature whose main concern is to
understand the use and development of information technology or technology
generally, whilst adequately relating the social and interpretive processes to the study
in question. Two such literatures of particular interest are Sahay et al’s (1994) work
which is based mainly on Bijker et al’s (1989) ‘Social Construction of Technology’
(SCOT) and Orlikowski’s (1992) which involves the ‘Duality of Technology’ concept.

1.4.1 Social Construction of Technology (SCOT)

Sahay et.al (1994) draw from Bijker et al’s (1989) work — “The Social Construction of
Technological Systems’. They apply the main concepts of SCOT to develop what they
refer to as ‘A Relativist Approach to Studying the Social Construction of Information
Technology’. SCOT is an approach for stud)-!ing the meanings of technology and how
those meanings affect the implementation of technology. One of the central issues of
SCOT is the process by which “social meaning becomes embedded into an object

under study” (Sahay et al, p.249). This is known as ‘social construction’. With social
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construction, technological artefacts are “culturally constructed and interpreted™ (Bijker

et al, 1989, p.40).

The main concepts of SCOT are:
* relevant social groups
* interpretive flexibility

and e closure.

The relevant social group is used to depict ‘institutions and organizations, as well as
organised or unorganised groups of individuals’. These are groups who interact with a
technology and share the same set of meanings with respect to the technological
artefact. For any particular technology there may be several relevant social groups. For
example, the relevant social groups of a telecommunications network may be, the
service provider, the customers, and the competitor. This concept is similar to the
ideas of the ‘actor’ or ‘stakeholder’. What we are mainly interested in when we
consider the relevant social groups for a technology are the problems that they perceive
to encounter with the technology. These may differ, depending on the meanings that

groups construct for a technology.

Proponents of SCOT believe that differences in the meanings people attach to a
particular technology are likely to affect its success. This can vary from context to
context. Their main assumption in adopting a SCOT perspective is that ‘knowledge’ is
socially constructed, produced through social processes. Social construction relates to
Bijker et al’s concept of ‘interpretive flexibility’. Interpretive flexibility gives

prominence to the need to study users’ interpretations of the technology and describes
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the differences in meanings that social groups construct for a technology. (Orlikowski

and Baroudi, 1991).

Relevant social groups, identified by the common meanings and problems attached to a
technology, are also seen to share variants of solutions for each problem. Bijker et al

represent this network of concepts with schematics similar to the one shown below.
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Figure 1.1 : Typical SCOT schematics.

019

At the centre is the technological artefact in question. This is surrounded by ‘relevant
social groups’ which are each shown to elicit particular problems and subsequent

solutions.
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Closure, the last of the main concepts of SCOT, describes the process of group
consensus. Closure is said to have taken place with respect to a particular technological
artefact when shared understanding about the solution to a problem, within a social
group, is reached. For example, Anderson’s (1988) study of the Norwegian shipping
industry demonstrated the differences in questions, problems, and solutions that can
arise for similar problems. These were shown to depend on the different institutional
settings, funding arrangements and traditions that typified the social context in
question. “The fundamental concepts of social construction of technology — relevant
social groups, interpretive flexibility and closure — seem directly applicable to the study
of information technology in organizations. Information systems are developed and
used by a variety of social groups, who approach the technology from different (often
conflicting) positions of interest” (Sahay et al, 1994, p.250). SCOT recognises the
dynamism of social relationships. What is interesting with SCOT is that it not only
places emphasis on context, recognising that technology can be interpretively flexible
in different contexts, but it recognises (via the concept of relevant social groups) the

variations in interpretation of technology use within a particular social sphere.

In this research of IT in Greece, the concépl of interpretive flexibility provides one of
the central assumptions. This was considered for the design of the questionnaire which
formed the basis of the field work. Orlikowski uses this concept in her structuration

theory of IT (cf. section 1.4.2.7).

1.4.2 IT and Structuration Theory
One of the strongest socio-positive theses is provided by Orlikowski (1992). In this
work, technology research is distinguished by the definitions of the ‘role’ of

technology in organizations that they adopt. Orlikowski summarises three streams of
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research and identifies them by the theoretical model adopted. Building on this,
Orlikowski suggests the use of a ‘structurational model of technology’. One of the
fundamental tenets of the structurational model is that the interaction of technology and
organizations is seen as “a function of the different actors and socio-historical contexts

implicated in its development and use” (p. 405).

The three streams of technology research which Orlikowski identifies, distinguished
by their definitions of the role played by technology in organizations, reflect the
philosophical debate between subjective and objective spheres that has dominated the
social sciences.
These are:

* the ‘Technological Imperative’ model

» the ‘Strategic Choice’ model

and e« the model of ‘Technology as Trigger of Structural Change’.

1.4.2.1 The ‘Technological Imperative’ model.

Orlikowski uses the Technological Imperative Model as an example of what I have
termed socio-negative literature (see secﬁon 1.3) in order to demonstrate what she
wishes to avoid. The Technological Imperative Model adopts the assumption that
technology has determining effects and examines the impact of technology on
organizational dimensions such as structure, size, performance, and centralisation or
decentralisation, as well as individual level dimensions such as job satisfaction, task
complexity, skill levels, communication effectiveness, and productivity. Orlikowski
criticises the body of research which adopts the Technological Imperative model as it
“largely ignores the action of humans in developing, appropriating, and changing

technology” (p.400). Consequently, Orlikowski believes that “this perspective
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furnishes an incomplete account of technology and its interaction with organizations.”

(ibid.).

1.4.2.2 The ‘Strategic Choice’ model.
The next perspective, the Strategic Choice Model does not accept that technology is an
external deterministic force, but that it is a product of ongoing human action, design,

and appropriation. There are three ‘research foci’ within this perspective.

The first considers the physical construction of technology and lays credence in the
social interactions and political choices of human actors. Technology is not seen as a
causal, independent variable but is understood as being contingent on other forces in
the organization, especially ‘powerful human actors’. The fundamental essence of this
perspective is that technology is seen as influenced by the context and the strategies of
technological decision makers and users. To illustrate the Strategic Choice perspective,
Orlikowski notes that “many of the case studies in Zuboff (1988) reveal, how a
technology is deployed and appropriated depends on social and economic forces

beyond managerial intent” (p.401).

The next research focus in the Strategic Choice perspective is similar to that of the
‘relevant social group’ in SCOT (see section 1.4.1). The main concern is how shared
interpretations around a technology arise and the consequences this has for the

development and use of that technology.
The third focus included in the Strategic Choice models is typified by Marxist

perspectives of technology. With this approach technology is considered to facilitate

the political and economic interests of powerful actors. This unilateral concept of
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power relationships, a focus on ‘powerful actors’, is problematic as it does not
account for the diverse ways in which a technology is appropriated and utilised by
workers. What is reflected here is a dominance model (cf. section 1.3.3) where there
is a dualism between management and workers, and where only managers or
technology designers are seen to have the authority and means to shape the
technology. The social ‘role’ or influences of others such as workers are minimised.
Workers (others) are seen as a more or less homogeneous group of ‘manipulable’ and
powerless persons. With respect to technology, this group of others are not seen to
have choices but their actions are seen to be determined by the technology. Orlikowski
sites the work of Burawoy (1985), Jonsson and Gronlund (1988), Perrow (1983),
Wynne (1988), and Mohrman and Lawler (1984), whose research shows that workers
may change the way technology is interpreted and operated. In ‘reconstructing’ the
technology the workers can change the way it is used (Orlikowski, 1992, p. 402). The
minimisation of workers’ role in Marxist accounts of technology would seem to miss

important aspects of social reality.

1.4.2.3 The model of ‘Technology as Trigger of Structural Change’.

This third stream of technology research identified by Orlikowski is based on the work
of Barley (1986). In this body of work, technology is seen as an “intervention into the
relationship between human agents and organisational structure” (Orlikowski, 1992,
p.402). What is important about this ‘intervention’ is that it may affect the
‘relationship’. This area of research is very ‘socio-positive’ in that it recognises the
social character of technology (as social .object) but more importantly in that it
identifies the fact that the meaning of technology is defined by the context of use.
Barley looked at the relatively ‘hard’ technology of ‘CT Scanners’. The suggestion

was that with these types of technology physical modification is difficult as many
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