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Abstract

This study contributes to the IS literature with a distinctive explanation of the
process of institutionalisation of technology in organizations. The research
analyses the role of micro level processes of interplay in embedding an
intranet in the formal functioning of an organisation and in the habits and
routines of its employees. Findings identify two types of processes of interplay
underpinning this process of institutionalisation. The first operates at the level
of constitutive expectations and refers to mutual changes to the governance,
policy and control mechanisms which foster the perception that the intranet is
part of the expected formal functioning of the organisation. The second
operates at the level of background expectations and refers to mutual
changes that make the intranet look more familiar, functional and easier to

use, fostering its embedding in the routines and habits of the employees.

The study unravels processes of mutual transformation to an intranet and its
hosting organisation, a bank in the UK, by following their evolution over a
period of five years. It uses the single longitudinal case study research
strategy and is informed by Markus (1983) to support the longitudinal
reconstruction of the intranet in the bank. Institutional-based trust theory
(Zucker 1986) is used to inform the interpretation of data. This theory is
enhanced by the work of Schutz (1962) in developing the concept of
background expectations and Garfinkel (1967) in developing the concept of
constitutive expectations. The study aims to motivate more research on
institutionalisation as a micro level process of ongoing interplay and gradual

development of institutionalised behaviour.
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Chapter 1

Introduction

Numerous organisations rely on intranets to support internal communication
and collaboration. Intranets are also becoming the backbone for internal
business processes and, in some cases, part of business critical infrastructure
and disaster recovery planning. Intranets have also been used to support
organisational change, redundancy programmes, mergers and acquisitions,
knowledge management and cost reductions, among other important
programmes of organisational trasformation. Despite the interest in these
topics shown by previous studies, the social processes underpinning the
evolution of intranets in organisations are not well understood. More
specifically, the processes by which intranets become embedded in work
practices and employee routines have hardly been analysed. The aim of this
study is to investigate these longitudinal processes of interplay and how they

contribute to the institutionalisation of technology in organisations.

This first chapter explains the motivation and justifies this research. It also
provides a brief overview of the whole study. It starts by defining the nature of
intranets and their impact on the functioning of the organisation. It then
discusses the social nature of intranets and their longitudinal interplay with the
social fabric of the hosting organisation. The chapter then reviews the whole

thesis, briefly describing the approach, structure and key contributions.

1.1. Nature of intranets in organisations

The importance and impact of Information and Communication Technologies
(ICT) in business has been well researched, for example with regards to

reducing transaction costs and shaping industries (Brynjolfsson and Malone,
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1994, Malone et al., 1987). However, the impact of ICT inside organisations is
less understood, namely their interplay with organisational culture and their
impact on employee perception and behaviour. Some studies indicate that,
compared with other types of ICT, intranet technologies may have the
greatest impact on the functioning of organisations. Jacko et al. (2002) report

on a major study on intranets and organisational learning and conclude that:

among the various types of information technologies used within organisations,

intranets are poised to make the largest impact (Jacko et al., 2002, p. 94).

The importance of intranet technology is undoubtedly related to the growing
use of this technology to support business processes and as the main channel
of communication inside organisations. Intranets use web technology to
disseminate information instantly across the organisation (Holtz, 2000)
enabling “the delivery of the right information to the right people at the right
time” (Curry and Stancich, 2000, p. 263). Indeed, intranets are often
conceived as the use of internet technology inside an organisation, as defined
by Bansler et al. (2000, p. 2):

We define an intranet in the following way: (1) an intranet is a network based on the
Internet Protocol TCP/IP. It is thus capable of running common internet applications
(2) it is a private network, owned by the organisation and is only accessible by
permission. (3) the primary intended use is for communication and collaboration

among organisational members

Using similar technology to the internet, intranets evolve organically inside
organisations making it difficult to establish clear boundaries between intranet
systems and other types of systems inside and outside the organisation.
Intranets may include email (Holtz, 2000), static content, workflow
management systems, collaborative groupware tools and databases (Lamb
and Davidson, 2005). They may also include today’s social computing
functionality such as wikis and blogs (Fichter, 2005). However, some authors
exclude applications such as email and discussion groups unless they are
accessible through the web-based interface of the intranet (Stenmark, 2002).

Intranets are also sometimes highly integrated with other transactional
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systems in the organisation (Dias, 2001, McFarland, 2001, Watson and
Fenner, 2000). In such cases, intranets are conceived as “portals” or
gateways to organisational resources and personalised information (Dias,
2001). The boundaries of the intranet with external websites and extranets are
also difficult to establish because, despite being targeted at a different
audience, they are based on the same technology (Jacko et al., 2002).

Intranet technology has not changed considerably since its appearance in
organisations in the early 90s. The first intranets were not more than a
collection of html' sites developed by employees keen to use internet
technology inside organisations to share information across organisational
functions. Initially intranets served mainly to publish information, replacing
internal magazines and paper-based communication. As the use of intranets
gained pace in organisations, a related industry developed. Businesses
emerged offering out-of-the-box intranet solutions and associated consultancy
services. Rapidly, large software firms such as Microsoft, tapped into this new
industry and begun extending the functionality and forms of use into new
territories. More packaged solutions from software vendors begun to emerge
offering integrated solutions, which could more easily be rolled out across
various business functions. Packaged systems such as Content Management
Systems became popular because of their templated approach to publishing
content and the ability to enforce standards. Recently, this technology has
expanded into new areas to combine functions normally performed by other
systems such as Document Management Systems and Knowledge
Management Systems. Intranets have also moved towards greater integration
with transactional systems supporting internal business processes such as
those required by the HR and finance functions. Intranets are now more
complex than ever, because of the volume of content handled and the

technical complexity involved in integrating the intranet with other systems.

However, intranets, according to Newell et al. (2000), are much more than just

the web technology used to support the publishing of information and

' Htmlis a coding language used to programme webpages
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business processes (infrastructure). They also include the formal rules that
regulate its use (infostructure) and the values and beliefs underpinning the
text, images and other content (infoculture). The literature shows, however, a
predominant focus on technical aspects of intranets (infrastructure) which,
according to some authors, provides a simplistic and myopic view of the whole
system. These authors also say that a focus on the technical capabilities of
the intranet may be dangerous if it leads to unnecessary automation of
organisational processes and subsequent loss of personal interaction
(Telleen, 1997a). Other authors also argue that an excessive focus on the
technology may create unrealistic expectations about how the technology will
be used in practice. For example, it may create false expectations that
implementing an intranet will automatically lead to more collaboration and
sharing of information across the organisation. This is an unrealistic
expectation because this technology is not inherently collaborative and the
sharing of information will only occur if the culture of the organisation
promotes and supports such behaviour (Ruppel and Harrington, 2001).
Intranets should therefore be conceived instead as inherently social and
embedded in the social fabric of their hosting organisations (Avgerou, 2000,
Avgerou, 2001).

1.2. Impacts and importance of intranets in organisations

Intranets are now ubiquitous in organisations and it is hard to imagine how
large corporates would operate without an intranet. It is therefore important to
understand how they evolve, interplay and impact on organisations. Bansler
et al. (2000, p. 5) believe that intranets radically change work practices and

management’s perception of technology in general. They say that intranets:

dramatically alter how people in organisations interact and communicate, how
managers think about IT, and how organisations design and manage their information

systems.

However, these changes in perception and behaviour only become apparent

in the long term, as the intranet gradually evolves to become more embedded
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in the work practices and routines of the employees. Initially, intranets are
often implemented to deliver more specific and tangible business objectives
such as reducing printing costs (Denton, 2003b), increasing efficiency and
effectiveness (Curry and Stancich, 2000, p.256) and improvihg productivity by
unifying islands of information (Scheepers and Damsgaard, 1997). Other
goals associated with intranet implementation include: increasing team work
(Peter and Denton, 2007), improving organisational performance and
innovation (Andersen, 2001), better decision making (Ward, 2002) and
accuracy of information (Lai, 2001, Wright, 2001) and enabling better
communication and sharing of information (Curry and Stancich, 2000, Leow
and Maclennan, 2000, Ward, 2002, Wright, 2001). Jacoby and Lugi (2007)

propose a model to measure the more tangible benefits for the organisation.

However, as the intranet becomes more embedded in work practices and
more intensively used by employees, other impacts become more visible. For
example, the impact on organisational bonding (Lai, 2001), sense of
belonging (Denton, 2003a), employee loyalty (Murgolo-Poore et al., 2003),
work satisfaction (Duane and Finnegan, 2003) and on fostering a culture of
transparency (Murgolo-Poore et al., 2002). Some authors consider the impact
of intranets on organisations to be even more fundamental and argue that
intranets cause a radically change to the way employees think and interact as
a group. Steven Telleen (1997b), who claims to have coined the term
“IntraNet” in 1994, argues that intranets trigger a paradigm shift similar to that
described by Thomas Kuhn (1996). He describes five fundamental changes to
organisations: the culture changes from one where hoarding information is
seen as power to one where sharing information becomes the new way of
gaining power; management changes to a more distributed decision making
process as opposed to the traditional top-down centralised model; the
business focus changes from the optimisation of processes to a more flexible
coordination of the different organisational units; coordination becomes more
flexible and distributed; and communication shifts from a user-push model,
where information is cascaded down the hierarchy, to a user-pull model,

where information is made available for users to find and retrieve.
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The impacts and changes described above are, however, mostly
unpredictable and cannot normally be planned or managed. This is
corroborated by studies that report unforeseen problems and consequences
with the implementation of intranets. They describe the reality of intranet
implementation as being frustrating, messy and full of problems. Some
authors say that intranets may actually cause more problems than they solve,
for example by amplifying pre-existing organisational differences and creating
“electronic fences” (Newell et al., 2001). Swan et al. (1999) also point out that
intranets can fuel internal conflict between departments. They argue that
‘misused, an intranet can intensify mistrust, increase misinformation and
exacerbate turf wars”. Other problems and unforeseen consequences include
the uncontrolled spread of mini-intranets and overflow of information (Curry
and Stancich, 2000, Goles and Hirschheim, 1997), because intranets make it
all too easy to accumulate information in digital format (Bansler et al., 2000,
Chin, 2005). Difficulties in implementing intranets are also reported by Banck
and Nystrom (2005) who found that, over time, only one intranet in a group of
five had an established group of users; the other four had only very limited

functionality and a few regular users.

1.3. Intranets evolve and interplay with organisations

The literature gives several accounts of how intranets change their hosting
organisations (planned and unplanned). The pervasive nature of intranets -
and their gradual adoption to support additional business functions - impact
on employee behaviour and work practices. Thus, intranets are shaped by
and shape the organisational context in which they emerge and evolve.
Understanding the ongoing mutual changes between the intranet as a
technology and its organisational context of use is an important topic for

research.

Within the wider context of the IS literature, Lee (1999) describes the mutual

transformation between technology and its social context:
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An information system and its organisational context each have transformation effects
on the other. They are more like the reagents that react to and change each other’s
properties in a chemical compound than the inert elements that retain their respective

properties in a chemical mixture

From this perspective, the two elements penetrate into and radically transform
each other but nevertheless continue to preserve a distinct character and
separate identities. Orlikowski, extends Lee’s perspective and argues that the
interplay forms a new identity where the two elements become more like one -
what she calls sociomateriality (Orlikowski, 2007). From this perspective,
technology is already social when it is first introduced in the organisation
because it cannot avoid reflecting pre-existing socio-cultural interests and

politically influenced distribution of resources. As argued by Orlikowski:

technology embodies and hence is an instantiation of some of the rules and

resources constituting the structure of an organisation (Orlikowski, 1992, p. 405)

Intranets are social because they evolve to reflect the changing interests of
the organisation through the ongoing interplay between the technology and
the work practices associated with its use. Intranets emerge and evolve to
become what they are, without a strong, preconceived plan of development.
Changes are usually improvised small additions, rather than part of a “grand
plan” (Ciborra and Hanseth, 1998). This ongoing interplay and transformation
in line with organisational needs is also conceived as drifting (Ciborra, 2000,
Ciborra and Jelassi, 1994) and is enabled by the inherent flexibility of
technology to quickly adapt to changes in the environment. The same concept
is also often described as interpretive flexibility (Bjiker et al., 1987, Orlikowski,
1992).

The drift and ongoing interplay and tension between the technical and the
social is important in order for the technology to be absorbed and accepted by

the organisation, as suggested by Orlikowski et al. (1995, p.424). They say:

This open-endedness offers benefits of flexibility but also creates the possibility that -

without adaptation of the technology to the context and vice versa - the technology
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will not reflect local conditions or communication norms and hence be under-utilized

or inappropriately utilized.

Intranets are therefore the result of the unique interplay between the
technology and the social fabric of each organisation (Newell et al., 2000). For
example, Cecez-Kecmanovic et al. (1999, p. 22) explain the different
characteristics of each intranet through their unique historic evolution in the
organisation. Eventually, this ongoing interplay and constant adaptation
between the technical and the social will lead to the embedding and
institutionalisation of the intranet in the organisation. Damsgaard and

Scheepers (2000, p. 142) say that the intranet at this stage:

corresponds to Heidegger’s term ‘ready-at-hand’, in which the technology disappears
and becomes a natural ‘extension’ of the users. Users do not think about the

technology itself anymore.

Gradually, intranets become so deeply embedded in business processes and
work practices, that they almost become “forgotten” or invisible to their
organisational stakeholders. As described by Silva and Backhouse (1997, p.

390), information systems at this stage:

are no longer considered as innovations but as unnoticed and unremarkable tools
that people take for granted in doing their work. Institutionalized information systems

are noticed only when they break down.

There is, however, a lack of knowledge of the organisational processes which
underpin the institutionalisation of intranets in organisations, as stated by
Bansler et al. (2000, p. 5):

the nature of these changes, the organisational and managerial challenges involved,

and how organisations cope with them in practice, are not yet well understood.

This study addresses this gap in the literature and aims to improve

understanding of how the interplay and the ongoing processes of mutual
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transformation may lead to the institutionalisation of technology in an

organisation.

The study adopts a socio-technical stance (Lamb, 1999, Lamb and Kling,
2003) and follows an explorative approach (Ruppel and Harrington, 2001) to
study the longitudinal evolution of an intranet in an organisation because “only
longitudinal studies could reveal the effectiveness of a set of chosen tactics in

the long term” (Damsgaard and Scheepers, 1999).

The first three sections above set the scene for this study by showing the
significance of intranets to organisations and position the study in terms of the
particular aspect of the literature it seeks to address. The next sections review

the whole study and summarise this thesis.

1.4. Overview of the thesis

The following section describes the purpose and structure of this study. It also

uncovers the research questions and reviews the main contributions.

Purpose statement

The purpose statement below uses a template by Creswell (1998) to

summarise the research:

This study is a single longitudinal case study following the evolution of
an intranet in a UK bank over a five-year period in order to understand
the process of institutionalisation and embedding of the intranet in
business processes and work practices. The study uses sequential
exploratory research design (Creswell, 2003) to collect qualitative data
from interviews, focus groups and documents, supported by
quantitative data from a large employee survey. Zucker's (1986)
institutional-based trust theory is used as the main theoretical lens to
explain the process of institutionalisation of the intranet in the bank

based on two concepts - background expectations (embedding of
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intranet in routines) and constitutive expectations (the intranet is part of

the expected functioning of the organisation).

Gap in the literature

The literature reports on the importance of intranets to organisations and
explains how they interplay with their contexts of use. The literature also
refers that intranets evolve to become embedded and institutionalised in work
practices to the point where they are unnoticed and used unreflectively by
organisational stakeholders. There is, however, little understanding of the
longitudinal processes underpinning the institutionalisation of intranets in

organisations.

Research questions

The following research questions are designed to address the gap in the

literature determined above.

Main research question

» How do intranets become institutionalised in organisations?

Sub-questions:

» How can the institutionalisation of intranets in organisations be defined?

» What processes underpin the institutionalisation of intranets in
organisations?

» What are the key implications of institutionalisation to organisations?

Methods

This study follows other interpretive research studies on intranets (Lamb,
2002, Newell et al., 2001, Newell et al., 2000, Newell and Swan, 1999, Newell
and Swan, 2000). The study uses a single longitudinal in-depth case study
research strategy as described by Yin (1994). The empirical setting chosen is

a bank in the UK, Alliance & Leicester.
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Data collection and analysis follows Creswell’'s (2003) sequential exploratory
research design, using quantitative data to support interpretation of qualitative
findings. The strategy for collecting data and reconstructing the historical
evolution of the intranet over the five-year period emulates the seminal study
of Markus (1983). In her study, Markus uses organisational documentation
and interviews to reconstruct the history of an information system in a large
US manufacturing firm. She triangulates data to understand the evolution of
feelings among users and other stakeholders during the implementation of
this new system and studies the possible reasons for their resistance to
change. This research adopts the same technique to examine the historical
evolution of the intranet in the bank in the UK from late 1999 to 2005. The
study started in June 2004 and the researcher had unrestricted access to
data. Analysis of events prior to this date was based on documentation
(including management reports, user testing reports, computer logs, intranet
backups, etc) and recollection of events through interviews (users and
managers). Analysis of events after June 2004 relies on personal
observations, interviews, focus groups and a large employee survey
conducted in April 2005.

Theoretical approach

This study focuses on institutionalisation at the level of the organisation,
unravelling processes of interplay between the technology and the
organisation underpinning the formation of patterns of behaviour and the
development of deep expectations about the functioning of systems — what
Zucker (1987, p. 444) calls processes of generation. This focus at the
organisational level is distinct from other studies of institutionalisation, which
focus more on macro level effects related to the copying and adoption of
practices across organisations or industries — what Zucker calls processes of

reproduction.

Zucker describes institutionalisation as the development of a set of shared
expectations (Zucker, 1986, p. 54) and a process by which behaviour or

systems become recognised as:
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(a) a rule-like, social fact quality of an organised pattern of action (exterior); and (b )
an embedding in formal structures, such as formal aspects of organisation that are
not tied to particular actors or situations (nonpersonal/objective). Zucker's (1977,
p.728)

From this perspective, the institutionalisation of intranets in organisations is
defined as the moment in time when the intranet has become part of the
expected formal functioning of the organisation (constitutive expectations) and
embedded in employee work routines and social behaviour (background
expectations). These two concepts can be better understood by exploring the
work of Schutz (1962), which further develops the concept of background
expectations and the work of Garfinkel (1967), which extends the concept of

constitutive expectations.

Main contributions and key findings

The study makes a key contribution to theory by using Zucker's work to
explain institutionalisation as a process of generation inside organisations.
Institutionalisation is seen as a process of gradual habitualisation and
familiarisation with the technology, which over time becomes taken for granted
(background expectations) and part of the expected formal functioning of the

organisation (constitutive expectations).

The study identifies specific process of interplay and mutual transformation
between the technology and the organisation, responsible for the
development of constitutive and background expectations. Five key processes
of interplay are found to drive the development of constitutive expectations: 1)
governance, 2) controls, 3) senior sponsorship, 4) sense of purpose and 5)
awareness of benefits. In addition, five processes of interplay are found to
drive the development of background expectations: 1) sense of familiarity; 2)
routinisation of work; 3) understanding usefulness; 4) preference; 5) reflecting

changes in the organisation.
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The study finds that institutionalisation is not a uniform process across the
organisation and that different social groups follow different patterns in
embedding the technology in their routines and work practices. Another
interesting finding is the paradoxical effect of institutionalisation on the
collective awareness of the strategic significance of the intranet to the
business. Data shows that stakeholders became less aware of the
significance of the intranet to the organisation as it became more

institutionalised, with obvious consequences for risk management.

The study analyses and develops a theoretical framework to explain the
processes underpinning the institutionalisation of an intranet in an
organisation. This focus on the process of institutionalisation contributes to the
literature, which has so far mainly addressed the effects of this process and
characteristics of systems that have become institutionalised. This
contribution is significant because there is a lack of studies analysing the
longitudinal effects of institutionalisation and the organisational processes
underpinning this phenomenon. The theoretical framework in this study

provides a viable conceptualisation of these processes.

The detailed and specific account of the evolution of the intranet in the bank
also contributes to the literature on intranets, which, so far, lacks empirical
studies reporting the long term changing nature of intranets in organisations.
This longitudinal approach contributes to the literature on research
methodologies by using Creswell's (2003, p. 215) Sequential Exploratory
Research Design and following the approach of Markus (1983) to reconstruct
the historical evolution of the intranet in the bank over a period of five years.
The longitudinal approach taken in this study aims to inspire further studies on

the ongoing interplay between technology and organisational work practices.

Structure of the thesis

The following diagram and subsequent short paragraphs summarise the

structure of this thesis chapter by chapter.
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Ch 1: Introduction
Importance of intranets in organisations
Social nature of intranets and interplay with organisations

“+

Ch 2: Literature review
Processes of interplay between intranets and organisations
Interplay underpins institutionalisation in work practices
Gap in the literature: institutionalisation as an organisational process

2

Ch3: Theory
Institutionalisation as an emergent pattern of behaviour
Theoretical concepts: Background and Constitutive Expectations

=2

Ch 4: Methodology
5 years longitudinal case study

Ch5: Case background information Ch6: Findings
Background information about the bank and Key events in the evolution of the intranet
industry in the organisation over 5 years period
Ch7:. Analysis

Understanding intranet institutionalisation
Description of the processes underpinning institutionalisation
Proposed overall framework explaining institutionalisation

v

Ch 8: Conclusion
Key contributions
Review and summary of the whole study
Key limitations and recommendations for further studies

Chapter 1 justifies and introduces this research. It describes the nature and
growing importance of intranets in organisations and explains the focus of this
study on the processes of interplay underpinning the institutionalisation of
technology in organisations. The chapter also reviews and summarises the

whole study.

Chapter 2 reviews the literature on intranets describing their ambivalent and
reflexive nature as they evolve in organisations. The chapter then focuses on
the processes of mutual transformation between the intranet and the
organisational practices associated with its use. Understanding the impact of

these processes of interplay in the institutionalisation process is identified as a
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gap in the literature and the focus of this research. The research questions

are then set to address this gap in the literature.

Chapter 3 describes the theoretical framework adopted in this study. It
reviews alternative theoretical approaches to investigate and answer the
research questions defined in chapter 2. It then justifies the use of Zucker’s
theoretical conceptualisation of institutionalisation as the main lens adopted in
this study. The chapter then develops two key theoretical concepts based on
Zucker’s institutional-based trust theory (Zucker, 1986) to explain the
institutionalisation of technology in organisations. The chapter further explores
these two concepts by revisiting the work of Schutz (1962) and Garfinkel
(1967) as the original authors used by Zucker to develop this theory. The
chapter ends by explaining how these theoretical concepts were used during

data collection and analysis.

Chapter 4 describes the research methodology adopted in this study. It
reviews the interpretive tradition and describes the single longitudinal case
study research strategy followed in this study. It then describes Creswell’s
(2003) sequential exploratory research design for collecting and analysing
gualitative data from interviews and documents, as well as quantitative data
from an employee survey. The chapter also reviews the various stages of the

hermeneutic analysis followed in this study.

Chapter 5 presents background and contextual information to the UK bank
chosen as the empirical setting for this case study. It also describes the

market positioning, culture and functioning of the bank’s intranet.

Chapter 6 sets out the findings of this study by identifying key stages in the
evolution of the intranet between 1999 and 2005. Four periods are analysed

and key events in these periods described.

Chapter 7 analyses the data informed by the chosen theoretical framework to
answers the chosen research questions. Findings highlight specific processes

of interplay between the technology and the organisation, responsible for the
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development of constitutive and background expectations. Analysis of the
data also shows that the process of institutionalisation is not uniform across
social groups in the organisation and that the collective awareness of the
technology declines as the intranet becomes more embedded in the

organisation.

Chapter 8 concludes the study, reviewing all chapters and describing key
contributions and limitations of this study. It also proposes areas for future

research.

1.5. Summary of chapter

This chapter shows the importance of intranets to organisations and the need
to understand how they evolve and interplay with the organisational context
that they belong to. The chapter also reviews the whole study and describes

the structure of this thesis.

1.5.1. Main topics covered in this chapter

Social nature of intranets: the concept of intranets refers to the use of web
technology inside organisations to support communication, collaboration and
business processes. This concept includes not just the technology that
enables the publishing of information and applications (infrastructure), but also
the rules that govern the use of those tools and content (infostructure) and the
values and beliefs underpinning the images, text and other content on the

intranet (infoculture).

Intranets are important to organisations: intranets are increasingly used to
support communication and collaboration in organisations. They impact
deeply on employee perception and behaviour and have been associated with
important aspects of organisational life, such as quality of decision making,
feeling of empowerment, sense of belonging, learning and organisational

bonding.
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Intranets evolve and interplay with their hosting organisations: intranets
interplay with the social environment of the organisations they belong to.
Thus, to understand intranets it is important to chart their evolution and
impacts over time. A longitudinal approach is required to observe the complex
social processes underpinning the mutual transformation of intranets as a

technology and the social fabric of their hosting organisation.

Overall approach and logic of this study: the study is a five-year
longitudinal qualitative case study aiming to explain processes of
institutionalisation of an intranet in a bank in the UK. The study explores
processes of interplay between the technology and the organisation in order
to explain the development of patterns of behaviour and deep expectations
about the functioning of the technology. This distinctive approach to
institutionalisation as a process of generation, instead of a process of
reproduction, fills a gap in the literature and contributes to the growing
literature on institutionalisation as a process of gradual familiarisation and
embedding of technology in the expected formal functioning of the

organisation.

1.5.2. Linking with the rest of the thesis

This chapter justifies the research and serves as background for chapter 2. It

also summarises all the chapters and key elements of the study.
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Chapter 2

Literature review

This chapter discusses the inherent properties of intranet systems fostering
the interplay with their organisational context of use. It argues that the
ambivalent and adaptive nature of intranets allows the ongoing shaping and
reshaping of both the technology and the working practices associated with
their use. The chapter also argues that this interplay underpins the embedding
of the intranet in the functioning of the organisation and its institutionalisation
in the routine working practices of employees. The chapter aims to prepare
and develop understanding of the evolving nature of intranets and how they
become embedded in the social fabric of organisations - themes later

discussed when presenting findings and analysis in chapters 6 and 7.

The literature reviewed in this chapter shows that since the first studies
published in the early 1990s, there has been a growing understanding of the
role and impact of intranets in organisations. While early literature in this field
focused on the expected benefits and functioning of this technology; more
recent publications discuss the impacts in the routines and working habits of
the employees. This more recent body of literature shows that this technology
is highly malleable and that it is able to shape and be shaped by its
organisational context of use. Recently, several studies have shown that
intranets evolve to become deeply embedded in the functioning of
organisation through changes in corporate policies, roles and responsibilities
and overall greater integration with business processes. Howevér some
studies have also found that intranets can actually reinforce pre-existing
cultural traits instead of driving new organisational change, as suggested by

earlier studies in the 1990s.
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This chapter begins by discussing the ambivalent nature of intranets in
organisations and how they become adopted for different purposes depending
on the specific needs of each organisation. This theme continues in the
second part of the chapter, where the focus is on the development and
management of intranets and their flexible and adaptive nature in
organisations. The chapter then proceeds to describe two processes of
interplay between the technology and the organisation. The first process
describes the way in which intranets initially reflect and are shaped by the
values and procedures established in the organisation; the second process
refers to the modifying effect that intranets then have on organisational
processes and employee behaviour. This interplay underpins the
institutionalisation and embedding of the intranet in the business processes
and social fabric of the organisation. The chapter then identifies a gap in the
literature in IS in understanding this type of institutionalisation as a micro level
process of generation of institutionalised behaviour rather then the more
established view of institutionalisation as a process of contextual reproduction
of social structure. The chapter also presents the research questions through
which the study will attempt to address this gap. Finally, a summary of the

whole chapter is provided.

2.1. The ambivalent nature of intranets in organisations

Despite the widespread adoption of intranet technology and the fact that the
basic technology has not changed considerably since its inception, it is still
very difficult to define its role in organisations. Intranets are adopted for many
different purposes depending on the needs of the various departments and
social groups within an organisation. Unlike other types of technologies such
as ERP or CRM, intranet technology has no inherent business functionality.
Its use only becomes clear when it is adopted and shaped for a specific
function in response to an organisational need. Because of this unspecified
nature of intranet systems and their high degree of flexibility, it is difficult for

stakeholders to clearly define their function inside the organisation.
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Clarke and Preece (2005, p. 151) highlight two difficulties in gaining an holistic
perspective of the role of the intranet in the organisation: 1) users of particular
functions may define the intranet in terms of those functions only; and 2) those
involved in the central development of the intranet may see it as embracing
too many functions and purposes to have a clearly-defined scope. Clarke and

Preece comment:

the more people we interviewed, the more elusive this technological/organisational
configuration became, and the more indeterminate the organisational ‘implications’

and consequences.

The literature confirms this ambivalent nature of intranets in organisations by
characterising them as an open-ended technology which, unlike more
traditional intra-organisational technologies (such as ERPSs), serves no
specific or well-defined business function (Damsgaard and Scheepers, 1999).
Intranets are considered open ended because they have the potential to
quickly respond and be shaped by the ongoing needs of their community of
users (Newell et al., 2001, Newell et al., 2000).

Damsgaard and Scheepers (1999), describe, for example, five different
modes of use of intranets in organisations: 1) for publishing, the intranet is
used to publish information, such as newsletters and corporate statements; 2)
for transacting, the intranet is used as a vehicle for conducting internal
business processes such as HR; 3) for interacting, the intranet enables
groups and individuals in the organisation to communicate and work with each
other; 4) for searching, the intranet is used to search for different kinds of
information; and 5) for recording, the intranet is used to organise and record
the collected knowledge in an organisation, such as routines, processes and

frequently asked questions.

One widely held view of intranets in the literature is as a system for managing
knowledge in organisations. Authors from this strand of literature argue that
intranets support knowledge management because they help to codify, store

and share knowledge across organisations. Alavi and Leidner (2001, p. 117)
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argue that intranets stimulate the conversion of explicit knowledge to tacit

knowledge in organisations:

Intranets can support individual learning (conversion of explicit knowledge to personal
tacit knowledge) through provision of capabilities such as computer simulation (to

support learning-by-doing) and smart software tutors.

Intranets also support knowledge sharing by enabling the distribution of up-to-
date information to all employees through various forms: metaphors,
analogies, prototypes, discussion threads, debates, video clips and databases
(Scott, 1998). Ruppel and Harrington (2001) posit that intranets support the
sharing of knowledge by compressing time and space - allowing access to

information regardless of location or time of publication.

Knowledge management and information sharing is also often used to justify
investment in intranet systems. For example, the UK Government has recently
invested £60m in an intranet system to support knowledge sharing and to link
150 government departments. The GSI (Government Secure Intranet) was

designed to:

offer a technical platform for more joined-up government, allowing users to share data
with any other organisations in the GSI community via its peer-to-peer infrastructure.
(Shifrin, 2005).

However, Damsgaard and Scheepers (2001), point out that there are few
documented examples of successful use of intranets to support knowledge
management, and that some available research studies report rather
discouraging findings. Concomitantly, Swan et al. (1999) find that an intranet
studied actually “reinforced existing divisions with electronic fences rather
than break down barriers as had been envisaged”. Gee-Woo et al. (2005) also
support this view and question the ability of intranets to support knowledge

sharing without strong organisational and social support. Gee-Woo says that:

effective knowledge sharing cannot be forced or mandated. Firms desiring to

institutionalize knowledge-sharing behaviours must foster facilitative work contexts

Page 30/263



Another view of intranets in the literature is as glueware or middleware, with
the potential to interconnect different systems and interlink protocols and
applications (Lyytinen et al., 1998). Jacko et al. (2002) describe intranets as a
medium for linking disperse systems in the organisation that would otherwise
be incompatible due to different technological platforms. By supporting open
standards and cross-platform capability, intranets have a competitive
advantage over other intra-organisational proprietary solutions such as Lotus
Notes. Clarke and Preece (2005) go further to say that, unlike other IT
systems, intranets unify and integrate existing technologies, providing legacy
systems with a new graphical interface. Bansler et al., (2000) describe
intranets as the “great unifier” and as a multi-purpose environment offering a

seamless way to integrate text, graphics, sound and video.

Intranets are also often portrayed in the literature as systems to support fast
and reliable access to relevant information, enhance communication and
enable collaborative work across geographical boundaries. Goles and
Hirschheim (1997), for example, see the intranet as a global communication
medium within the corporate environment and Karlsberg et al (2003) define

the intranet as a

shared information-space that supports sharing of information throughout the

organisation among members of a closed system.

Intranets support communication because they integrate information - by
collecting it from across the organisation and storing it in a single place . They
also distribute information - by making it widely available for all users

regardless of location, time of access or position within the organisation.

2.2. Reflexivity in developing intranets in organisations

Intranets are typically developed inside organisations and are constantly
adapting to reflect the changing needs of the organisation. They normally

emerge from a collaboration between employees in IT and champions in
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business units. According to Karlsberg et al. (2003) these “homemade
intranets” - developed internally with the support of the users - by far
outnumber those that follow alternative development strategies (such as the
“tailor-made” intranets developed by outside contractors and the intranets “in-

a-box” customised by outside contractors).

However, unlike other types of technologies, the development of intranets
does not start with a clear view of what the system “should or should not do”
(Bansler et al., 2000). Their development is typically unplanned, unpredictable
and improvised (Ciborra and Lanzara, 1994) and is often decided and shaped
by ongoing informal negotiations between stakeholders. Thus, it is difficult to
predict how intranets will evolve - because they will be shaped by the ongoing
changing needs of the organisation and the cognitive frames of reference of
the individuals involved (Ciborra and Lanzara, 1994, Orlikowski, 1992).

The development of intranets also changes the way in which other systems
are designed and developed (Banck and Nystrom, 2005). Once the intranet is
established as a common platform, systems development becomes more like
film production, compared with the more structured approach involved in
traditional IT development (Lyytinen et al., 1998). Old distinctions between
developers and users tend to become blurred as new organisational roles are
created and new skills become important (Bansler et al., 2000). The melding
of different roles is a recognised phenomenon in intranet development and
contrasts with traditional approaches where the various roles are better
defined and independent of each other. In contrast, user and the developers
are often the same person in the development of intranets (Lamb and
Davidson, 2000).

These particular characteristics of intranet development may create conflicts
between traditional IS units and key intranet stakeholders and users, as IS
may feel they are losing control over the development of a core technical

infrastructure. For example, Clarke and Preece (2005, p. 163) found that:
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having played a significant role in [the intranet's] selection and introduction, the
central IS department came over time to take a lower profile with respect to Intranet
implementation, as pockets of expertise built up around the organisation and [in] the

business units.

One key area of contention is the relationship between the central intranet
management team and local content authors spread throughout the
organisation. Intranet managers encourage local units to publish content that
is relevant to them, to improve the relevance of content to users and to ensure
the fair representation of all areas of the organisation. This is achieved by
allowing local teams to publish their own content. However, common
guidelines and standards have to be set by the central intranet team to ensure
that the intranet is usable and navigable. This balance of power creates some
natural tensions and each organisation finds its own way of managing this

complex relationship.

A more centralised approach offers greater control over what is published,
whereas a decentralised approach fosters innovation and makes content
more adaptable to local interests and needs. Wachter and Gupta (1997)
summarise the advantages and disadvantages of three models with different

levels of centralised control:

S ] __Advantages = K Disadvantages
Decentralised | Minimum bureaucracy Redundant information
model Better understanding of Overlooks security
information needs Display of inappropriate information

Rapid proliferation of sites

Centralised Control over content, look and feel | Lack of responsiveness and timeliness
model Consistency and control of quality Increased bureaucracy may kill good
Control over security ideas

Additional human resources

Mixed model | Control over content, look and feel | Increased bureaucracy

Consistency and control over Lack of responsiveness and timeliness
security Resentment of users

No additional human resources

Table 1: Wachter and Gupta (1997) centralised vs decentralised management models

The problem with the decentralised management model is that it reduces

central control over local publishers. This creates difficulties in enforcing
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standards and can lead to the proliferation of unofficial content and
information overflow. Lack of central control also diminishes the quality of
information, for example by dispersing quality checks and permitting local
publishers to create new sites instead of keeping existing sites updated.
Decentralised systems may also have uncontrolled costs, due to the difficulty
of managing the time local publishers spend on developing their websites
(Bansler et al., 2000).

Too much central control can also be problematic. In such cases, a perception
may develop that the intranet is biased towards the interests of the
coordinating team. Excessive central planning can also hinder innovation by
suppressing local experimentation and new ideas. Markus (1983, p. 442)
discusses how a centralised approach may lead to a resistance to change

from local teams. She says:

When a system centralizes control over data, the individual or subunit who gains the
control is likely to accept the system readily, while those units losing control are likely

to resist.

Some studies highlight problems with the bureaucracy involved in centralised
publishing systems, for example Wachter and Gupta (1997, p. 397) point out
that:

If wide agreement on format and standards is required, the intranet may die while in

the administrative process.

Several authors argue in favour of a mixed or hybrid model where certain
controls are imposed centrally but local teams are largely free to publish
according to their specific organisational needs (Barnfield, 2002, Gupta et al.,
2001). This mixed model enables local teams to decide what they publish but
still ensures that content is consistent and follows common standards.
Barnfield suggests a separation between content generation and the

management of the infrastructure; more specifically he recommends to
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“divorce content generation from the central responsibilities of running an
intranet” (Barnfield, 2002).

Another key area of contention is the level of involvement of senior managers
in the development of the intranet. Bansler (2000) studies the impact of two
approaches to senior management involvement in the implementation of an
intranet in two companies: one organisation followed a top-down approach
(intranet enforced by senior management), whereas the other followed a
bottom-up approach (intranet develops from the grassroots of the
organisation). They find that the top-down approach creates a major problem
for intranet adoption, because the intranet is perceived to be the voice of
senior management and thus biased towards their interests. They claim that
improvisational and bottom-up approaches are far more successful, as the
intranet will be perceived as reflecting the interests of users throughout the
organisation. Butler (2003, p. 209) corroborates this finding and states that
‘top-down development and implementation strategies give rise to more
conflict and change management problems than bottom-up approaches”. He
goes on to say that “bottom-up’ approaches achieve higher levels of user

acceptance and satisfaction” (Butler, 2003, p. 229)

Critics of the bottom-up approach point to problems with creating “intranet
islands” and the poor use of resources resulting from different sites adopting
independent technology and methods of publishing. Another problem is the
inherent lack of synergy between intranet teams, who often go through the
same learning curve, thus “reinventing the wheel” (Damsgaard and
Scheepers, 2000). Other studies of the implications of these two contrasting
models to intranet implementation have reached similar conclusions
(Damsgaard and Scheepers, 1997, Lamb, 1999, Lamb, 2001, Wachter and
Gupta, 1997).

The level of formality in managing and governing the intranet environment is
another aspect of contention in the literature. Different organisations require
different procedures to regulate the way in which information is published on

the intranet. Standardisation of processes and procedures needs to be
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communicated through formal and informal mechanisms, such as formal

meetings and informal conversations with publishers and authors.

Intranet managers have therefore to decide what level of formalisation is
adequate for their organisation. Too few policies may lead to uncontrolled
content proliferation and an inconsistent look and feel. Too many policies may
cause confusion and constrain innovation. Newell et al. (2000, p. 110) argue
that:

Structuring and formalising the use of intranets (developing the Infostructure) creates
rigidities, which contradict the ability of the tools to improve collaborative work and
knowledge-sharing (the Infoculture).

Chin (2003) points out that information will flow in organisations regardless of
the formal mechanisms put in place to regulate its use. The level of
formality/informality must therefore be in tune with the prevailing culture of the
organisation. Cultures that value formal mechanisms should adopt a policy-
based governance system. However, if the organisational culture stems more
from informal/face-to-face communication, a less formalised system would be

more appropriate.

2.3. Evolution of intranets in organisations

In early stages of implementing an intranet in an organisation, users
instinctively follow old models and routines to make sense of the new system.
It is only over time that behaviour and routines start to adjust and adapt to the
functioning inherent in the new system. Ruppel and Harrington (2001, p. 39)

explain the challenges of this process:

The existing culture will find a way to preserve old forms of functioning such as face-
to-face meetings or hard-copy documents, despite electronic alternatives because the
old forms are part of the employee’s ingrained habits and are familiar and comforting

to organisational members.
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Some models have been developed to explain this longitudinal evolution of
intranets in organisations. The most widely cited is the four-stage model

developed by Damsgaard and Scheepers (2000), illustrated in Figure 1 below.

Intranet

controlled
Critical mats No order
20 reached
Sponsor"gr No critical
intranet mass
Initiation Control Integration
Stage

Figure 1: Damsgaard and Scheepers evolutionary model

This model suggests that intranets need to overcome three main challenges
as they become more institutionalised in organisations, with each challenge
separating a stage in the life cycle (i.e. initiation, contagion, control and
integration). The first challenge is to secure senior management support,
without which the intranet will struggle to get off the ground. On gaining this
support, intranets then have to achieve a critical mass of users. The model
suggests that intranets have to appeal to a large majority of users and
become recognised as the preferred source of information, replacing
alternative media such as paper-based, telephone or face-to-face
communications. At this stage, intranet managers face the “double chicken
and egg problem”. They need to justify greater investment in content without
being able to show that the intranet has gained mass support from users.
However, mass support requires investment in content which is difficult to
obtain without significant investment in content - creating a vicious circle.
Content and functionality proliferate in stage two in order to gain adoption.
Once a critical mass of users is established, the third challenge has to be

faced. This is to curb uncontrolled growth and get to grips with the increased
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complexity inherent to stage two. Finally, once control has been established
through tighter governance, the intranet becomes integrated with business
processes and embedded more deeply into the functioning of the organisation

- the intranet is then, according to the model, institutionalised.

Other authors have proposed similar models to describe the evolution of
intranets in organisations. Table 2 below summarises three more models and

the stages they comprise.

Authors Proposed stages

Goles and Hirschheim (1997) 1) Information publishing applications 2) Informal
collaboration  applications 3) Transaction-oriented
applications 4) Formal collaboration applications

Duane and Finnegan (2003) 1) Introduction-customised growth-collaborative
interactions 2) Process and systems integration 3)
External value chain integration 4) Institutional
absorption

Heal and Karlenzig (2001) 1) Static information 2) Dynamic information 3) Problem
solver-collaboration enabler-business process enabler
4) Internal/external business process enabler

Table 2: Alternative intranet life cycle models

Critics of these evolutionary models point out that they fail to reflect the reality
of many organisations and that “it is important to note that these stages of
growth’ models have not been tested empirically” (Duane and Finnegan,
2003, p. 134). Opponents claim that such models also assume there is a
unidirectional evolution towards an ultimate stage of maturity. The process of
evolution is considered to be much more complex and no “final” stage is

recognised as universal.

The benefit of these life-cycle models is their ability to highlight the ongoing
interplay between intranets and their organisational background. They also
suggest that over time this ongoing interplay and mutual changes lead to the
embedding of the intranet in organisational working practices and employee

behaviour - a theme further developed in the next section.

2.4. The interplay between intranets and organisations

As discussed above, intranets interplay dynamically with the culture of their

hosting organisation and, through this process, both the technology and the
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organisation change. Sue Newell et al. illustrate this point and suggest that

this interplay leads to unpredictable results:

the interplay between the innovation process and the pre-existing organisational
structures and routines may shape the use of the technology and lead to the rather
different outcomes to those intended (Newell et al., 2001, p. 110).

There are two ongoing processes of interplay and mutual transformation.
Process 1 refers to the process by which the organisation shapes the intranet;
Process 2 refers to the process by which intranets shape the culture of their
hosting organisation. Process 1 is more dominant when the intranet is first
introduced in the organisation. During this stage, the intranet will absorb the
properties of the organisational environment. Over time, the effects of the
intranet technology on employee behaviour and perception start to be more
visible and Process 2 gradually takes precedence. These two processes play
a key role in institutionalisation as they contribute to the familiarisation of the
technology and embedding in business processes and organisational

practices.

2.4.1. Process 1: organisations shaping intranets

When they first emerge in organisations, intranets are often implemented for a
specific business purpose. For example, Bansler et al.(2000, p. 10) show how
senior management implemented an intranet to use it as a stepping stone for

planned organisational change and to promote a culture of transparency:

Management believed that the intranet would support the new philosophy by breaking
down existing information fortresses and promoting openness and sharing of

information and ideas.

Thus, the format and shape of the intranet is highly influenced by the interests
of the stakeholders initially involved in the project and the political negotiations
underpinning its implementation. This includes the way in which stakeholders
are selected to participate in developing the infrastructure and the way in
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which budgets are allocated. This process starts during the development

stages as described by Clarke and Preece (2005, p. 153):

Certain actors and groups may have more opportunities than others to shape the
technology (...) Thus, it is important to know who/whom has this opportunity, what
their aims are, what sources of influence they have and what means they can and do

deploy to shape the configuration.

The organisation continues to shape the technology on an ongoing basis.
DeSanctis and Poole (1994) use the term “evolution-in-use” to describe this
process of continuous adaptation of the technology to its organisational
context, and propose “Adaptivé Structuration Theory” as a framework for
studying this dialectic interplay. The social fabric of the organisation shapes
intranets because it constitutes the pre-existing frames of reference through

which people make sense of the new technology (Orlikowski, 1993).

In the same vein, Ciborra and Lanzara (1994) say that the context is formative
because it shapes the way people make sense, perform and get organised in

a specific situation. They characterise formative context as:

the set of institutional arrangements and cognitive imageries that inform the actors’

practical and reasoning routines in organisations.

Bansler et al.(2000) apply this concept to explain how two very different

formative contexts led to two very different intranets, as follows:

PlayCo is a traditional manufacturing company and the type of context that influenced
managers and employees of PlayCo can be characterized as hierarchical.
PharmaCo, on the other hand, is a research-based, knowledge intensive company
with a culture that values experimentation, autonomy, and innovation. This context,
which can be described as networking, is characterized by working and bargaining in
a network and by intense lateral communication. These differences in formative
context explain why the dynamics of intranet implementation in the two companies
differ so markedly and why the two intranets evolve in different directions, following

radically different trajectories (Bansler et al., 2000, p. 26).
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Cecez-Kecmanovic et al. (1999) study the implementation of an intranet and
an email system and find that their adoption is greatly shaped by the pre-

existing organisational cultures and contexts of use. They report that:

we found that the way various groups and the organisation adopted the OSS was
deeply situated in their context and was shaped by their specific culture” (Cecez-

Kecmanovic et al., 1999, p. 22).

The power of pre-existing organisational cultures may sometimes be so strong
that implementing intranets may have only a limited impact in terms of
organisational change. Intranets might actually reinforce pre-existing cultural
values. Newell et al. (2001) show that, despite efforts to encourage knowledge
sharing on a global scale, conflicting reward structures encouraged localised
knowledge hoarding. Wright (2001) also argues that “without a collaborative
culture, an intranet can do little to create one in its place” and Telleen (1997b)
suggests that intranets will have little positive effect where the existing culture
does not support the free flow of information and communication. Banck and
Nystrom (2005), studying five intranets in Swedenand, show that the most
successful were those adopted by organisations with established “pro-

sharing” cultures.

2.4.2. Process 2: intranets changing organisations

Intranets are implemented in order to drive organisational change and deliver
business benefits. They are, for example, expected to improve performance,
sharing of information and decision making. However, the impact of intranets
goes much deeper into the social and behavioural dimensions of
organisations. For example, intranets influence employee perceptions about
the organisation and their role within it. Employees make sense of the
organisation through what they read on the intranet. Gradually their
interpretive frames (Weick, 1995), used to support decision making, absorb
the values implicit in what they read on the intranet. Thus, intranets have the
ability to shape and structure the social reality as experienced by employees

(Berger and Luckmann, 1967). For example, Cecez-Kecmanovic et al. (1999)
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demonstrate how the use of the intranet and email changed an individual's

perception of organisational reality:

The new experiences with e-mail and Intranet as the means for university-wide
communication and interaction affected the way many individuals perceived, thought
and felt in relation to their local and the university problems. We observed the
changing patters of social interactions, increasing openness of the process,
equalising effects, reduction of informational and emotional distance, that in turn

affected the social context” (Cecez-Kecmanovic et al., 1999, p. 25).

Intranets also change the wider socio-political context of organisations. For
Keen (1981), power structures are affected when technology such as intranets

reorganises information flows in organisations.

Data are not merely an intellectual commodity but a political resource, whose
redistribution through new information systems affects the interests of particular

groups” (Keen, 1981, p. 24).

Telleen (1997a, p. 11) argues that intranets shift control over the access to
information from its creators to the users of that information. He says that one

of the most important characteristic of intranets is:

its ability to shift control of electronic information management from the technology
specialists back to the information creators, and control of information flow from the

information creators to the information users.

This shift in control is due to the fact that users now have the ability to easily
retrieve much more information, whenever it is required. And since information
no longer needs to be sent to them “just-in-case”, publishing can be separated
from automatic distribution. This represents an important change to the way

information is handled and disseminated within organisations.

The balance of power in organisations is also affected by the introduction of
intranet systems (Dickey and lves, 2000). Truch (2001) looks at how intranets
change what people know about each other, and how increased transparency

influences the way employees manage their personal information inside the
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organisation. The impact on power and politics can be greater if employees
perceive the intranet to be an “electronic panopticon” as portrayed by Michel
Foucault in his book “Discipline and Punish” (Foucault, 1977). This concept of
the intranet as an electronic panopticon is further developed by authors in the
IS field (Sewell and Wilkinson, 1992, Zuboff, 1988). Clarke and Preece’s
(2005) study show good evidence of this perception in a quote from an

employee:

My director might surf around the structure and ask simple questions, that you think
‘Oh God, what’s he found, what's he uncovered this time?’ (Clarke and Preece, 2005,
p. 161)

Zuboff (1988) notes that the “informating” capability of computer technologies
such as intranets may threaten traditional sources of managerial authority,
which depend in part upon control over the organisation’s knowledge base.
Faced with losing control, managers will react and seek ways to protect their
power base. They will try to structure the use and configuration of the
technology in ways that will help defend and reproduce the legitimacy of their
managerial authority - “the hierarchy will use the technology to reproduce
itself”. However, interestingly, employees may also exploit the technology to
their advantage, for example when using the intranet to show their superiors
that they are “doing something”. Hayes and Walsham (2000) report on a study
on the use of Lotus Notes in a medical organisation where they suspected
that “young careerists” were trying to draw attention to themselves through
their use of the technology, whilst the “old stagers” and non-careerists were

much less interested in using the system.

The changes to the organisation and to the intranet are mutual: one shapes
and reshapes the other on a continuous basis. For example, Cecez-
Kecmanovic et al.(1999) found that after an initial period where the
organisation changed and shaped the intranet more intensely, the reverse
effect gradually started to become more predominant (the intranet began to
change the culture of the organisation more than it was changed by it). They

report that they:
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found many indicators signalling that a real, deep, yet subtle change was slowly
occurring. This change is about the control and ownership of the channels for
knowledge communication and sharing. It has implications for the ways knowledge is
created and accepted as valid organisational knowledge [by top Executive versus

knowledgeabile participants] (Cecez-Kecmanovic et al., 1999, p. 25).

They also noticed that the intranet changed the way facts emerged and
became recognised as the fruth in the organisation. Whereas before the
intranet senior executives were able to establish “factuality” because of their
power to manage information flows in the organisation, with the intranet,
information travelled freely across the organisation. Knowledge workers were
then able to share information directly between each other, radically changing

the way information was disseminated in the organisation.

Not all impacts of intranets on organisations are predictable. Many only
become visible and noticed in hindsight. For example, Newell et al. (2001)
note that instead of fostering integration and collaboration between areas of
the organisation, intranets can sometimes reinforce pre-existing cultural
differences and “have the ironic effect of further reinforcing geographical and

functional barriers to knowledge exchange”. They explain that:

despite initial aims of knowledge-sharing, our study found that intranet developments
encouraged fission, not centrifugal forces operating on the strategic development of
the firm. Such effects are explained in term of the decentred logic of intranet
development and, in particular, its implementation within highly differentiated

knowledge communities (Newell et al., 2001, p. 98).

The discussion above shows how the two processes of interplay - Process 1
and Process 2 - drive mutual ongoing changes to the intranet and its
organisational context of use. The next section shows how this interplay

underpins the embedding of the intranet in organisational work practices.

Page 44/263



2.5. Interplay and institutional theory in IS

The review of literature above suggests that intranets interplay with their
hosting organisations in a distinctive way compared with other types of
technologies. This finding is reinforced by Chatterjee et al (2002) who say
that:

the assimilation of Web technologies is more challenging in contrast with other
information technologies because of differences in the dynamics of their

organizational assimilation. (Chatterjee et al., 2002, pag 67)

The literature emphasises the flexible and ambiguous nature of intranets and
their constant mutation to accommodate changes in their organisational
context of use, changes that could have previously been caused by the
introduction of the technology itself. The literature also suggests that this
ongoing interplay underpins the embedding of the technology in work
practices and drives its institutionalisation in the social fabric of the

organisation.

The institutionalisation of technology in organisations is a growing theme in
the IS literature. The use of institutional theory has gained significance in the

IS literature as a way to explain the embedding of technology in organisations.

A recent study by Teo et al. (2003) uses quantitative methods to study the
institutional pressures faced by the CEO and CFO to adopt inter-
organisational systems. They analyse the role of three isomorphic pressures
in a group of companies which adopted a system to support the exchange of

financial information between firms (FEDI) and find that:

all three institutional pressures - mimetic pressures, coercive pressures, and
normative pressures - had a significant influence on organisational intention to adopt
FEDI.

Liang et al. (2007) extend Teo's argument by analysing the role of top

management as mediators of these isomorphic pressures (mimetic, coercive
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and normative) in the institutionalisation of ERP systems in organisations.
Within the IS trust literature, the use of institutional theory has gained
particular significance (McKnight et al., 2002, Pavlou, 2002, Zaheer et al.,
1998).

Currie (2004) adopts a qualitative research approach to explain why ASP
technology (Application Service Provisioning) has not been institutionalised in
the industry despite strong endogenous pressures from IT vendors and
consultancies. In a more recent study, Currie and Guah (2007) identify
conflicting institutional logics in the use of technology in the health care
industry. They trace historic changes in the normative, regulatory and cultural
institutional environments to explain the evolution of technology in this
industry in the UK. However, they acknowledge that one limitation of their
institutional analysis is the “absence of agency in the interpretation of our

data” and suggest that:

further research may seek to explore the perceived or actual role of ‘technical
champions’ or ‘change agents’ in delivering large-scale IT programmes, to provide a

comparative analysis of organisational outcomes. (Currie and Guah, 2007, pag 246)

Their call for more studies in IS looking at institutionalisation as a process of
generation of institutionalised behaviour (Zucker, 1987) is already gaining
significance in the organisational literature, as highlighted by Scott (2001, p.
196)

recently interesting work has begun to surface that emphasizes the interweaving of
top—down and bottom-up processes as they combine to influence institutional

phenomena.

Furthermore, the concept of institutional entrepreneurs (Dejean et al., 2004),
recently developed in the organisational literature, is a testament to this new
emphasis on agency in the development of institutionalised behaviour.
However, Scott’'s (2001) more integrative view of institutionalisation as both a
top-down process of contextual reproduction (Zucker, 1987) and a bottom-up

process of generation of institutionalised behaviour, has yet to penetrate the
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IS literature. To date, the reproductive view has dominated the literature and
there is a clear gap in studying the organisational processes underpinning the
embedding of technology in the functioning and social fabric of organisations.
A very recent study (Hu et al, 2007) has attempted to bridge these two
theoretical approaches by investigating the external and internal factors that
influence the institutionalisation of security procedures in organisations.
However, although their analysis of the data identifies two internal processes
of institutionalisation, their theoretical approach mainly covers macro level
isomorphic  pressures underpinning the reproduction of structure.
Furthermore, they do not offer new theoretical concepts for analysing micro-

level processes of generation of institutionalised behaviour.

This study contributes to addressing this gap with a phenomenological
explanation of institutionalisation as a process centred at the level of

employee work practices, habits, routines and perceptions.

Mutual changes to the technology and the organisation are driven, for
example, by a growing number of stakeholders, roles and responsibilities, an
increasing number of content and applications, changing business needs and
the shifting of cultural values and beliefs. These changes in turn affect the way
the organisation operates and the way employees use information to function

and perceive the organisational environment around them.

These mutual changes underpin the institutionalisation of the intranet in the
organisation. Changes to the organisation foster changes to the intranet and
vice versa; it is this dynamic interplay that allows the technology to become
appropriated by the organisation and the organisation to absorb the inherent
properties of the technology. Gradually, the technology becomes more
embedded and fused with work practices and routine behaviour of employees.
Employees become familiar with the technology and take for granted its
availability and functionality. The intranet then becomes “part of the furniture”
(Silva and Backhouse, 1997) and perceived as just another feature of normal

organisational life.
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Damsgaard and Scheepers (2000, p. 142) say that intranets at this stage
have become institutionalised and “disappear” from the collective perceptual
radar of employees, only again becoming apparent when the technology
triggers an unfamiliar event and active engagement becomes necessary.
They suggest that users at this stage withhold conscious use of the

technology and argue that:

The intranet at this stage corresponds to Heidegger's term ‘ready-at-hand’, in which
the technology disappears and becomes a natural ‘extension’ of the users. Users do
not think about the technology itself anymore (Damsgaard and Scheepers, 2000,
p.142)

Silva and Backhouse (1997, p. 390) also conceptualise institutionalised
systems as systems that have become invisible and “part of the furniture”.

They deem systems to be institutionalised when

they are no longer considered as innovations but as unnoticed and unremarkable

tools that people take for granted in doing their work

In a later study, the same authors (Silva and Backhouse, 2003), expand this

notion of institutionalisation:

information systems become institutionalized when they are no longer considered as
novelties, but as unnoticed and unremarkable tools that people take for granted in
doing their work. An information system is institutionalized when associated practices

and procedures have become routines that can be regarded as organizational habits.

As discussed in this chapter, the literature shows that intranets are inherently
flexible and adaptive. They mutate in response to the changing needs of their
hosting organisation, absorbing the properties of their surrounding social
fabric. The literature discusses how intranets reflect organisational culture and
how the culture is in turn affected by the intranet. However, the specific
processes of interplay that underpin the institutionalisation of technology in
organisations are not yet known. Understanding how, over time, intranets

become institutionalised in organisations will be the main focus of this
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research. The next section formulates the research questions which will drive

the research in this direction.

2.6. The research question

The main question focuses the research on the organisational processes
underpinning the institutionalisation of intranets in organisations. This question
directly addresses the gap in the literature identified above - it aims to
improve understanding of the specific micro processes of interplay between
the technology and its hosting organisation, which over time will foster the

embedding of the intranet in the working practices of the organisation.

- How do intranets become institutionalised in organisations?

This question will focus the research on the micro level processes of mutual
transformation underpinning the interplay between the technology and its
hosting organisation. This focus aims to improve knowledge of how
technology is both shaped by and shapes its organisational context of use
and how this interplay then underpins its institutionalisation in the working
practices of the organisation. The longitudinal study of the mutual changes to
the technology and the organisation will address the gap in the literature
identified in the previous section. Three further sub-questions were formulated

in support of this.

- How can the institutionalisation of intranets in organisations be defined?
- What processes underpin the institutionalisation of intranets in organisations?
- What are the key implications of institutionalisation to organisations?

The first sub-question aims to clarify the concept of institutionalisation of
technology in organisation. This is important because current literature is
ambiguous in this respect and lacks empirically-led explanations of this
phenomenon. The second sub-question will Investigate the longitudinal

processes of interplay underpinning the institutionalisation of the technology in
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the organisation. The third sub-research question will consider wider
implications of the institutionalisation process in the organisation to

management and organisational behaviour in general.

2.7. Summary of chapter

This chapter arrives at the research questions by first discussing the inherent
characteristics of intranet systems and their importance to the functioning of
organisations; and second by showing how they interplay with their
organisational background leading to the embedding of the technology in
business processes and working practices. The research questions set in this
chapter address a void in the literature on understanding the organisational

processes underpinning the institutionalisation of technology in organisations.

The chapter starts by discussing the ambivalent and reflexive nature of
intranets in organisations. These properties, inherent to all intranet systems,
allow the technology to shape and be shaped by its context of use on an
ongoing basis. The chapter then argues that this dynamic interplay and
mutual changes underpin the process of embedding the technology in the
functioning of the organisation. Understanding these underlying organisational
processes of interplay between the technology and the organisation is
identified as an important area of research and one which has not been
properly investigated in the literature. Existing IS literature based on
institutional theory focuses on macro processes of reproduction of social
structure and overlooks micro level processes of generation of institutionalised
behaviour through the embedding of technology in work practices and the
social fabric of the organisation. The study of intranets constitute a particularly
valid empirical setting to study these micro level processes of interplay
because the implementation and development of these systems is made up of
small incremental changes at the local level rather than driven by a “grand
plan” from a central team. Four research questions are set at the end of the
chapter aiming to clarify the concept of institutionalisation and develop

understanding of the processes underpinning this phenomenon.
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2.7.1. Substantive contribution

This study improves understanding of the longitudinal interplay between the
intranet as a technology and its organisational context of use. This theme is
discussed from a literature point of view in this chapter and from an empirical

point of view in chapter 6 (“Findings”).

2.7.2. Main themes from this chapter

Intranets play ambivalent roles in organisations: intranets serve different
purposes and can be shaped to respond to wide range of organisational
needs. They evolve and mutate over time to respond to the changing needs of
the organisation. Thus, it is difficult to define the specific role of an intranet in

an organisation.

Intranets develop reflexively with their organisational context of use:
intranets evolve to shape and be shaped by their organisational context of
use. In this sense, each intranet will be different because each will be the
result of the specific interplay between the technology and its surrounding

organisational context.

Intranets interplay with organisations: two key processes of interplay foster
mutual changes to the technology and its context of use. Process 1 refers to
the way technology is shaped by aspects of the organisation such as its
values, processes and way of working. Process 2 is the reverse effect, where

intranets impact and change aspects of the organisation.

Institutional theory in IS: existing literature in IS explores the reproduction of
institutionalised practices across social groups; however, there is a clear gap
in studying processes of generation of institutions through the embedding of

the technology in work practices and social fabric of the organisation.

Literature gap and research questions: the literature discusses the two
processes of interplay (process 1 and process 2) and describes the

characteristics of systems that have become institutionalised. There is
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however little understanding of the organisational processes underpinning this
process. Four research questions are defined to investigate specific
processes of interplay driving the institutionalisation of technology in

organisations.

2.7.3. Linking with the rest of the thesis

This chapter identifies a gap in the literature and develops the research
questions used in this study to address that gap. The main themes derived
from the literature review on intranets will be used in the findings and analysis
chapters (6 and 7).
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Chapter 3

Theoretical framework

The study of institutionalisation has taken many forms and several theories
have been developed to explain different aspects of this phenomenon.
Gidden’s (1984) structuration theory and its adaptation to the information
systems field by Orlikowski (1992) focus on the interplay between structure
and agency in developing institutions in social settings. Clegg’s (1989) Circuits
of Power theory and its later adaptation to the IS field by Silva and Backhouse
(2003) focus on the role of power in creating institutions in organisations.
Meyer and Rowen’s (1977) theoretical approach, subsequently further
developed by DiMaggio and Powell (1983), focuses on the isomorphic
mechanisms fostering the reproduction of social structure and the copying of

practices across and within industries.

Each of these theories focuses on a different aspect of institutionalisation and
was considered as relevant for this study; however the research questions set
in chapter 2 required a different focus. The chosen theory would need to focus
on processes of interplay at the organisational level and capture the
phenomenology inherent to the gradual familiarisation and embedding of
technology in work practices. Zucker’'s work, and the ability of institutional-
based trust theory (Zucker, 1986) to explain institutionalisation at this level,

led to its adoption as the main theoretical lens in this study.

This chapter starts by presenting alternative approaches to studying
institutionalisation of technology in organisations and explains the logic behind
the adoption of Zucker's perspective. The chapter then provides some
historical context to this theory by describing the roots and evolution of its core

theoretical concepts. The chapter then explains Zucker's view of
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institutionalisation as a process of trust production. The next section describes
Zucker’'s (1986) institutional-based trust theory and its two core theoretical
concepts. The following two sections define these two key theoretical
concepts in more detail. Finally, the chapter reflects on the use of theory in
this study by linking the theory to the chosen research questions and

explaining how it will be used for data collection and interpretation.

3.1. Alternatives and chosen theoretical approach

Institutionalisation is an ambiguous concept which has been appropriated by
several disciplines to explain different aspects of the embedding of individual
behaviour in social systems. Each of these has developed its own alternative
theories and frameworks to study the way in which human action interacts

with the social context in which it operates.

One such approach is Giddens’ structuration theory (Giddens, 1976, 1979,
1984). For Giddens, agency (individual behaviour) and structure (established
ways of doing things - traditions, institutions, moral codes) are inherently
interrelated and it is only through the constant interplay between the two that
one can understand human behaviour in social settings. At the core of
Giddens’ structuration theory is the idea that structure is not decoupled from
agency, and that structure needs to be produced, reproduced and “brought to
life” through human action (Berger and Luckmann, 1967, p. 75). Orlikowski
(1992) uses and adapts Giddens’ structuration theory to the IS field. She
defines three types of structuring actions which contribute to the emergence of
structure and assimilation of technology in organisational settings: structures
of signification (individuals apply social structure as cognitive guides to
understand behaviour); structures of legitimation (prevailing institutional
structures legitimise behaviour by checking its consistency with established
organisational goals and values); structures of domination (individuals ensure
that their behaviour does not violate institutional rules and organisational

regulations).
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The use of structuration, while interesting, was not considered a viable
theoretical approach to answer this study’s research question. This was
because its focus on social structure (structures of domination, legitimation
and domination) overlooks the micro-level processes of gradual embedding of
the technology in work practices and expectations of employees — a key
requirement derived from the literature review. As Barley (1986) points out,
structuration and institutional theory may share the premise that “action is
largely organised by institutions” and that “institutions are created, maintained
and changed through action”, but they focus on different aspects of
institutionalisation. Structuration theory studies the relationship between
agency and social structure, while institutional theory focuses on the
generation and reproduction of institutionalised behaviour through normative,
regulatory and cognitive roots (Scott, 2001). Structuration theory was also
considered not viable because of its limited ability to capture aspects of space
and time in the reproduction of structures in social settings (Toyoki et al.,
2006) - and the longitudinal evolution and interplay between the intranet as a

technology and the organisation, is an important dimension of this study.

Another theoretical approach considered for this study was Clegg’s (1989)
Circuits of Power framework. Like Giddens, Clegg is also concerned with the
role of social structure in organisational behaviour (Clegg, 1981). He
developed the Circuits of Power theoretical framework (Clegg, 1989) to
explain the role of power and politics in organisational settings. Silva and
Backhouse (Backhouse et al., 2006, Silva and Backhouse, 1997, Silva and
Backhouse, 2003) later adapted Clegg’s Circuits of Power framework (Clegg,
1989) to study the institutionalisation of technology in organisations. They use
this theory to explain how failures in managing political conflicts inhibited the
institutionalisation of a critical technology in the London Ambulance Service, a
failure which ultimately led to the death of several patients. This framework is
useful in understanding power and politcs as elements of the
institutionalisation process, but it has not been adopted for this study because
it overlooks the cognitive factors inherent in the gradual familiarisation with the
technology. Clegg’s focus on power issues as a key driver for

institutionalisation prevents the needed focus on processes that drive
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habitualisation and familiarisation with the system. Another reason for not
adopting this approach is that power and coercive forces are not efficient
drivers for institutionalisation. Zucker (1987, p.446) takes this view and says
that institutions either emerge naturally within organisations or from the

copying of practices from other organisations, but not from:

power or coercive processes located in the sate or elsewhere. Use of sanctions

implies availability of attractive alternatives, and it tends to deinstitutionalise.

Another theoretical approach to studying institutionalisation in organisations,
and perhaps the most typical in the literature, is through the institutional
thinking developed in the classical papers by Meyer and Rowan (1977) and
subsequently by DiMaggio and Powell (1983). They see institutionalisation as
an isomorphic process of contextual reproduction of established practices
across social and organisational domains (Zucker, 1987). They argue that
institutionalisation reflects the exposure of organisations to pressures to
become more similar (Salmeron and Bueno, 2006). This approach focuses on
macro level properties of the environment responsible for transmitting and
perpetuating practices across domains and time. It uses concepts such as
isomorphism and mimetic forces to explain similarity and gradual convergence

of organisational practices within and across industries.

Again, this approach is useful in explaining the role of contextual forces in
embedding technology in organisational work practices, but it does not explain
the phenomenology of institutionalisation at the micro level — the gradual
familiarity and habitualisation with the technology and the embedding of
technology in routine work procedures. Zucker (1987) calls these micro level
phenomena processes of generation, to contrast with Meyer and Rowan’s
macro level processes of reproduction. She develops this micro level
conceptualisation of institutionalisation from ethnomethodology (Garfinkel
1967, Schutz 1962) by focusing much closer on individuals and their cognitive
abilities. From this perspective both organisational and individual actors are

potential creators of new institutional structure (Zucker, 1988).

Page 56/263



One of the benefits of Zucker's approach is the much greater conceptual
proximity between structure and action. One of the ambiguities in Meyer and
Rowan’s approach is their implicit definition of institutional structures as those
that are subject to be decoupled from behaviour. They say that formal
structures are “only loosely linked to each other and to activities” (Meyer and
Rowan 1977: 342). However, as highlighted by Tolbert and Zucker (1996),
this disassociation between structure and behaviour is in slight contradiction
to Berger and Luckman’s view of institutionalisation (used by Meyer and
Rowan to define institutions) as structures that have become taken for
granted, thus serving as a source of stabilised pattern of behaviour. It is also
in slight contradiction to Gidden’s (1979) view that structures that are not

translated into action are inherently not social and will eventually die.

This study follows Zucker's approach to studying the institutionalisation of
technology in organisations because it better captures the organisational
processes underpinning the familiarisation and embedding of the technology
in the working practices of the organisation. The study sees the ongoing
dynamic interplay between the technology and its context of use as the main
driver of the institutionalisation process — thus, institutionalisation is a process

of generation rather than the mimetic reproduction of practices.

The study is generally informed by new institutional thinking and in particular
by the work of Zucker on institutionalisation. It specifically uses Zucker's
institutional-based trust theory (Zucker 1986) to define its core theoretical
concepts. Zucker's theoretical conceptualisation of the process of
institutionalisation is further enhanced with ideas from Schutz (1962) and
Garfinkel (1963), the authors originally referred to by Zucker in developing this
theory.

3.2. Background to the chosen theoretical framework

Scott (2001) reviews the origins of institutional thinking and suggests that
there are three sources or routes to sustaining institutionalised features in

social life: regulative, normative and cultural-cognitive. In Scott's own words
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these pillars or processes are “the building blocks of institutional structures,
providing the elastic fibre that resist change” (p. 49). The regulative pillar
emphasises formal and informal rules and the power of surveillance and
sanctioning. The normative pillar refers to the inherent stabilising effect of
social norms and values (which may be both internalised or imposed). Finally,
the cultural-cognitive pillar focuses on the development of shared meanings
through which individuals develop frames of reference to interpret the world
around them. Following the perspective of this third pillar, Mary Douglas says
that institutions prevail because people ‘treat cultural categories as the
cognitive containers in which social interests are defined and classified,

argued, negotiated, and fought out” (Douglas, 1982, p. 12 in Scott 2001).

This study follows Scott’s third pillar as a means of understanding the process
of institutionalisation; that is, it emphasises the role of cognitive processes in
the development and transmission of institutionalised behaviour. This
approach draws heavily on the core ideas of “new institutional” thinking. This
approach to explaining human behaviour in society marks a step change from
older institutional ideas based on assumptions of rational behaviour by
social/leconomic agents and of economic behaviour as the aggregation of
individual choices (lacking belief in the concept of society). As explained by

DiMaggio and Powell (19914, p. 8) new institutionalism marked a:

turn towards cognitive and cultural explanations, and an interest in properties of
supra-individual units of analysis that cannot be reduced aggregations or direct

consequences of individuals’ attributes or motives.

In new institutional thinking, cognitive and cultural processes become the
focus for explaining institutionalised behaviour. Lane and Bachmann (1996)

contrast this with previous rational assumptions about human behaviour:

New lInstitutionalists see social actors’ decisions based on tacit knowledge and
implicit assumptions rather than on calculation. Consequently, they view institutions
as patterns of actions and complexes of both formal rules and informal cultural
understandings which have acquired stability over time and assume a “taken-for-

granted” quality for social actors.
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Berger and Luckmann’s (1967) seminal study marked a shift in thinking
towards this idea of institutionalised behaviour as the result of shared
knowledge and belief systems. Institutions emerge through culture and shared
value systems because these preserve dominant rewards and sanction
schemas. This is in contrast to ideas of institutionalisation through the
enforcement of rules and norms. According to this perspective, behaviour is
determined by the relative stability, legitimacy and power of ‘“common
understandings that are seldom explicitly articulated” (Zucker, 1983, p. 5).
These common understandings are engrained in the culture of the
organisations and become the lenses through which actors see themselves as
part of that social group - shaping their views of the world by forming socially

accepted categories of structure, action and thought (Zucker, 1991).

To new institutionalists, behaviour is shaped not so much by the enforcement
of norms and values (a more regulative and normative approach) but by
unconscious and unreflected behaviour based on classifications, routines,
scripts and schemas in the minds of individuals. From old to new-
institutionalism there is a shift from a normative to a cognitive approach to
understanding human behaviour, with a new focus on routine behaviour and
the logic of rule following. From this perspective, new institutionalism sees
organisations as recalcitrant tools of human behaviour which reinforce routine
and stable behaviour. This approach contrasts with assumptions in previous
institutional thinking, which saw change as necessary for achieving

equilibrium in social settings (March and Simon, 1958).

Two main theoretical streams in institutional thinking are identified in the
literature (Clegg, 1990, Zucker, 1987). One focuses on macro level
phenomena and sees the environment as the main conductor of
institutionalised behaviour — the reproduction or copying of practices and
social facts. Meyer and Rowan’s (1977) seminal article uses this approach to
study inter-firm behaviour and introduces isomorphism as a key process for

explaining the diffusion of practices across organisations. Later, DiMaggio and
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Powel (1983, 1991) develop this approach and define isomorphism as a

process that:

forces one unit in a population to resemble other units that face the same set of
environmental conditions (...) organisational characteristics are modified in the
direction of increased compatibility with environmental characteristics (DiMaggio and
Powell, 1991b, p. 66).

According to this view, institutionalised practices travel across organisations
and social groups, fostering the convergence of practices through coercive,

mimetic and normative forces (DiMaggio and Powell, 1991b).

The second theoretical stream focuses on the micro level of the organisation
and is more concerned with the emergence of shared meanings and patterns
of behaviour — this process of generation sees the reproduction of
institutionalised behaviour as a consequence of institutionalisation, not a
cause. In this theoretical approach, institutions or institutionalised-behaviour
are the end result of the institutionalisation process and can be defined as the

development of:

social structures that have attained a high degree of resilience (...) by definition
connote stability but are subject to change processes both incremental and
discontinuous (Scott, 2001, p. 48).

Institutionalised behaviour is initially socially constructed; it is only over time
that it becomes embedded in social groups, and the historical social process
that led to its emergence is forgotten (Schutz, 1962). For Berger and
Luckmann (1967, p. 58) institutions have a more symbolic meaning to

individuals because they are:

experienced as possessing a reality of their own, a reality that confronts the individual

as an external and coercive fact.

For Berger and Luckman, institutionalised acts have two key characteristics:

they are perceived as being both objective and exterior. Acts are objective
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when they can be repeated by other actors with no change in their perceived
meaning and interpretation. Acts are exterior when their meaning is
intersubjective and seen as independent of any personal interest (Berger and
Luckmann, 1967, on reification and objectivation). Objectivity and exteriority
are interrelated and to a certain extent correlated; an increase in objectivity
may lead to an increase in exteriority (because social acts become better

understood, which then disassociates it from any particular entity).

As explained by Zucker (1977, p. 726), institutionalised behaviour perpetuates
and reproduces itself (as noted previously, this reproduction is a consequence

of institutionalisation, not a cause):

social knowledge, once institutionalized, exists as a fact, as part of objective reality,

and can be transmitted directly on that basis.

Institutions persist across time and space because, to newcomers, they are
seen as “the natural way of doing things” in a social group. As observed by

Zucker:

for highly institutionalised acts, it is sufficient for one person simply to tell another that

this is how things are done (Zucker, 1991, p. 83).

Institutionalised acts also persist through time because deviations from
expected behaviour cannot be understood by others in the same social group
(Berger and Luckmann, 1967, Schutz, 1962).

Therefore, institutionalisation is both 1) the social process that leads to
institutionalised behaviour and 2) a variable or behaviour that has become

perceived as external and objective by a social group (Zucker, 1991, p. 85).

Berger and Luckmann (1967) explain the process of institutionalisation by
defining three main stages of increasing levels of institutional persistence: 1)
externalisation, the production of shared meanings in social settings; 2)

objectivation, the process by which facts become independent and perceived
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as something “out there” and as a reality experienced in common with others;
and 3) internalisation, the process by which objectified facts become part of
routine behaviour, or as explained by the authors, the way in which
‘objectivated world is retroprojected into consciousness in the course of

socialisation” (Berger and Luckmann, 1967, p. 60).

However, it was not until later that the seminal ideas of Berger and Luckmann
were applied to organisational settings by Zucker (1977). Zucker focused her
attention on micro level processes of institutionalisation by studying the role of
cognitive beliefs in anchoring organisational behaviour. She defines

institutionalisation as behaviour that has attained the following characteristics:

1) a rule-like, social fact quality of an organised patter of action (exterior) and 2) an
embedding in formal structures, such as formal aspects of organisations that are not

tied to particular actors or situations (non-personal/objective) (Zucker, 1987, p. 444).

Along with Tolbert, Zucker later developed a framework to explain the process
of institutionalisation in organisational settings (Tolbert and Zucker, 1996).
This framework defines three distinctive stages in the process of
institutionalisation. The first refers to a process of habitualisation, the second
to a process of objectivation and the third to a process of sedimentation.

Figure 2 below illustrates these three processes which are then described in

more detail.
Legislation
Technological Market forces
change
Organisational Positive Interest group
monitoring Theorising outcomes |.i0rest group  advocacy

resistance

Figure 2: Institutionalisation process as in Tolbert and Zucker, 1996, p. 182

Page 62/263



Habitualisation

The first pre-institutionalisation stage, habitualisation, is normally stimulated
by some sort of innovative process. New structural arrangements develop in
response to specific organisational problems and over time become more
formalised and engraved in habits and routines. At this stage there are few
adopters of the structure and only minimum knowledge among non-adopters.
According to Berger and Luckman (1967, p. 72), habit and organisational
routines are central to the process of institutionalisation, as evident in their
description of institutions as the “reciprocal typification of habitualised
actions”. If actions are repeated frequently enough at this stage, they establish

a pattern, which can then be reproduced with minimal effort.

Objectivation

At this stage of semi-institutionalisation, social structure becomes more
permanent and widespread. Patterns of behaviour become more permanent
and engraved as typified acts. Over time, these actions become infused with
meaning and gain symbolic significance among members of a social group.
As these meanings become more widely shared, they become perceived as
objective and independent from any particular actor in the group. As Selznick
describes it, “to institutionalise is to infuse with value beyond the technical
requirements of a task at hand” (Selznick 1957 in Zucker, 1987, p. 452).
Furthermore, this stage involves the development of some degree of social
consensus among organisational decision-makers about the value of that
structure. Such consensus can be achieved through the use of evidence to
assess risks involved in adopting the new structure or by monitoring

competitors and emulating their practices.

Sedimentation

The third and final stage before full institutionalisation, sedimentation, is based
on Berger and Luckmann’s concept of exteriority. This refers to the process of
transmission of typifications across time (continuity or “depth”) and space
(organisational members or “width”) and the means by which these
typifications acquire a “reality of their own”. New members confronting these

typifications, without knowing their social origins, will treat them as “social
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givens” (Berger and Luckmann, 1967). Sedimentation is characterised by the
spread of institutionalised behaviour across a group of organisational actors
and by the persistence of these behaviours over a prolonged period of time.
The intensity of sedimentation is determined by the strength of those actors
who are adverse to the structure, and the ability of advocates to constantly
demonstrate its positive results. At this stage, full institutionalisation depends
on the combined effects of 1) low resistance by opposing groups; 2) continued
cultural support and promotion by advocacy groups; and 3) positive
association with desired outcomes. Zucker (1977) demonstrates that higher
levels of objectivation and sedimentation lead to higher levels of
institutionalisation. Thus, transmission (or sedimentation) is both a result of,

and an input to, institutionalisation.

3.3. Institutionalisation as a process of trust development

At the core of Zucker's understanding of institutionalisation in organisations is
the concept of trust. To her, institutionalisation is a process of trust production
because trust is the property that enables the formation of shared
expectations by those in a social group (Zucker, 1986, p. 54). She argues that
trust is inherent to the functioning of organisations and underpins the process
of institutionalisation. She says that trust is “routinely produced and such
production is fundamental to understanding any exchanges in a social
system” (Zucker, 1986, p. 59) because it constitutes the terms of reference

that regulate interactions within that social group.

The importance of trust in organisations is highlighted by a growing number of
studies. Misztal (1996) argues that increased interest in the concept of trust
may be due to the fact that modern, complex societies have caused
individuals to lose their symbols and ideologies and to seek trust as a new
basis for integration. Giddens (1990) stresses the importance of trust in
modern societies as a countermeasure to increased risk and complexity (in
the same way that security was a countermeasure to danger in traditional
societies). Simmel (1978, p. 178) highlights the importance of trust in social

relationships:
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Without the general trust that people have in each other, society itself would
disintegrate, for very few relationships are based entirely upon what is known with
certainty about another person, and very few relationships would endure if trust were

not as strong as, or stronger than, rational proof or personal observation.

The importance of trust in societies and organisations has prompted a rich
debate across various disciplines, which in turn has led to a growing number
of definitions, approaches and empirical methods used to study this
phenomenon (Rousseau et al., 1998). According to Lewis and Weigert
(1985a), this diversity has three main causes: firstly, the inherent ambiguity of
the term “trust”; secondly, the different academic perspectives used to study
this phenomenon; and thirdly, the fact that many definitions are only
empirically based. This diversity in approaches has led to various
conceptualisations of trust in the literature. For example, trust as a social
construct and as a “lubricant” of social order (adopted by sociologists); trust as
a trait of human nature (adopted by psychologists); trust as a calculation of
risk and benefit (adopted by economists); and trust as a phenomenon
emerging from personal, organisational and social interaction (adopted by

socio-psychologists).

Each of these interpretations reflects the worldview of their | underlying
disciplines. From a psychologist's perspective, Rotter (1967, 1971) defines
trust as an individual trait and a personal characteristic. Rempel et al. (1985),
from the socio-psychology field, define trust as a cognitive process based on
first impressions and cognitive cues (Lewis and Weigert, 1985b). Williamson
(1993), an economist, conceives trust as a rational process in which well
informed agents weigh the potential benefits and risks of a certain course of
action. On the other hand, sociologists define trust as a property of the social
context and a natural outcome of culture and institutionalised behaviour
(Luhmann, 1979, Shapiro, 1987, Zucker, 1986). They see trust as a protective
mechanism preventing chaos and enabling agents to cope with the complexity

of the environment around them by fostering “the ability to take for granted, to
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take under trust, a vast array of features of the social order” (Garfinkel, 1967,
p. 173).

In order to develop a more integrated view of trust, some authors have
proposed holistic models encompassing these various streams and
approaches (Mayer et al., 1995, McKnight et al., 2002, Zaheer et al., 1998).
Despite efforts to develop a consensus around these various approaches,
there is still no clear distinction between trust and other similar concepts such

as trustworthiness, control, distrust and confidence.

Although the terms trust and trustworthiness are often used interchangeably,
they have different meanings. Trust is related to the individual behaviour of
the trustor (the person who makes a trust decision), whereas trustworthiness
is related to the properties associated with the entity that is being trusted (the
person, object or institution being trusted). Levi makes the following distinction
between trust and trustworthiness: “only persons can trust or be trusting, but
trustworthiness can be attached to either individuals or institutions” (Levi,
1998, p. 80). By this analysis, trustworthiness is a reflected property attributed
by the trustor to the other party, based on the expectations about their
motives, intentions or the procedures and controls of an institution. Trust, on
the other hand, refers to the trustor’s attitudes and intentions for action, which
work separately from the level of trustworthiness of the other party. Thus,
“trust” refers to the willingness to be vulnerable to others whose actions one
does not control and “trustworthiness” relates to the properties inherent to the

party being trusted.

The difference between frust and control is also a source of debate. Some
authors claim that the two terms actually represent opposites of the same
spectrum and that “trust and control are incompatible because the core of
trust involves freedom” (Solomon and Flores, 2003, p. 24). Granovetter
(1985, p. 489) goes further to say that control is a functional substitute for trust
and that control mechanisms do not produce trust. Another stream of research
argues that control and trust are actually variations of the same concept. To

these authors, control mechanisms such as procedural rules, monitoring and
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contracts, seek to induce trust by reducing uncertainty but do not replace it.
Only extreme control mechanisms that fully reduce uncertainty could be
considered substitutes for trust (Shapiro, 1987, p. 636). Zucker (1986) argues

that formal institutional mechanisms foster trust because:

trust is necessary even to write a contract — much is not specified in such a contract,

because others trust that normal modes of operation pertain. (Zucker, 1986, p. 59).

Another contentious topic of debate is the distinction between trust and
distrust. Whereas some authors define distrust as simply the absence of trust,
others conceive trust and distrust as two separate constructs. The latter argue
that it is possible to have a breach of trust without causing distrust. Distrust
only arises when the trustor recognises continued negative intentionality in the

behaviour of the trusted party.

Distrust only emerges when the suspicion arises that the disruption of expectations is
one exchange is likely to generalise to other transactions. To distrust, then, implies an
attribution of intentionality that continues throughout all interactions or exchanges, at
least of a particular type. Hence, trust can be disrupted without producing distrust.
(Zucker, 1986, p. 59)

Another common misconception in the literature is the distinction between
trust and confidence. Most authors agree that confidence relates to situations
of unreflected action where the trustor is so familiar with a given situation that
they act without considering the underlying risks. This behaviour contrasts
with situations of trust where the trustor actively assesses threats and risks
but opts to pursue a course of action as if those negative outcomes were
unlikely to happen. The main controversy is between those who see
confidence as a separate construct to trust (Luhmann, 1988) and those who
see confidence as an extreme condition of trust resulting from long familiarity
with the environment (Garfinkel, 1963, Zucker, 1986).

Given the richness and complexity of this topic in the literature, it is important

to clarify the approach taken by this study. The study follows the sociological
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branch of the trust literature, positioning trust as a property of the social

environment as described by Lewis and Weigert (1985a, p. 968):

trust is a property of the collective units (ongoing dyads, groups, and collectivities),
not of isolated individuals. Being a collective attribute, trust is applicable to the

relations among people rather than to their psychological states taken individually.

This approach contrasts with other views of trust as a personal trait linked to
the psychological characteristics of the individual as described by Rousseau

et al (Rousseau et al., 1998)

a psychological state comprising the intention to accept vulnerability based upon
positive expectations of the intentions or behaviour of another (Rousseau et al., 1998,
p. 395).

The relative importance of both the individual and his/her social context in
producing trust is disputed in the literature. Powell (1996, p. 62) summarises

the two competing perspectives as:

1) a rational outcome of an iterated chain of contacts in which farsighted parties
recognise the potential benefits of their continued interactions and 2) a by-product of
the embeddedness of individuals in a web of social relations such that values and

expectations are commonly shared.

However, a focus on context should not disregard or underplay the role of the
individual in shaping social structures. As argued by Powell, trust should be
seen neither as an outcome of an individual's calculated action nor as a value

traced to culture. He posits that trust

is neither chosen nor embedded but is instead learned and reinforced, hence a

product of ongoing interaction and discussion (Powell, 1996, p. 63).

Child and Mollering (2003, p. 71) also support this view and say that “trust is a
social construction: not simply given to trustors, but made by them as well”.
They argue that the trustor plays an active role in adopting and adapting

expectations, and regard ‘“trust development as an activity for the trustor
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rather than just a consequence of given factors”. Child and Mollering’s ideas
are rooted in Luhmann’s claim that “trust has to be achieved within a familiar
world” (Luhmann, 1988, p. 95) and the suggestion that individuals play an

active role in this ongoing process of familiarisation and trust production.

In the same vein, Granovetter argues that neither the oversocialised
conception of trust (based on morality and culture) nor the undersocialised
(trust based on regulated contracts and other institutional mechanisms) are
the main sources of trust production (1985, p. 491). Instead, he argues that
trust emerges from social relations and the obligations inherent in them.
Building on Granovetter’s ideas, Shapiro (1987, p. 626) argues that social
context is a sufficient but not necessary condition for trust production. Giddens
also supports the view of trust as an integrative phenomenon. Mitsztal says
that Giddens combines “the psychology of trust with a multi-dimensional
sociological understanding of the conditions of trust” (Misztal, 1996, p. 94).
Thus, Giddens’ approach enables the study of trust at both the micro- and
macro-levels, and bridges the gap between proponents of societal change

and those of individual agency. Zucker summarises these two approaches:

one asserts that trust resides in actors’ assumptions that others in an exchange will
put self-interest aside in favour of “other-orientation” or “collectivity-orientation”
(Parsons, 1939, Parsons, 1969) (...) The other major perspective asserts that trust
resides in actors’ expectations of the “things as usual” with the actor being “able to
take for granted, to take under trust, a vast array of features of the social order”
(Garfinkel, 1967, p. 173) (in Zucker, 1986, p. 57)

This study is rooted in this second perspective, viewing trust as a property
resident in the expectations of the individual about normality and the gradual
“taken-for-grantedness” of social order. From this perspective, trust is a set of
socially learned and socially reinforced expectations about others,
organisations and moral order (Barber, 1983, p. 164). Social and political
institutions shape behaviour because they influence our conceptions of duties

and our role in social settings, as highlighted by Misztal (1996, p. 96):
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Our conceptions of self and our duties towards others depend upon social and

political institutions which both produce and constrain the realisation of social values.

Zucker (1986) developed institutional-based trust theory to explain the role of

institutions in the development of trust in social and organisational settings.

3.4. Institutional-based trust theory

According to Zucker (1986) there are three main modes of trust production:

process-based trust, characteristic-based trust and institutional-based trust.

Process-based trust uses past performance and historical data as a basis for
building trusting behaviour. This mode of trust production is relationship-
specific and takes time to develop, requiring investment in relationships, brand
names and reputation building. Characteristic-based trust is associated with
certain traits of the individual, such as ethnicity, gender or family background.
This is a free mode of trust, provided the individual has the specific
characteristics that define him or her as a member of a group. Institutional-
based trust, on the other hand, is tied to attributes (such as certification

schemes) or the use of credible third parties (such as escrow services).

Zucker (1986) sees institutional-based trust as the main source of trust
production in organisational settings. To her, institutional mechanisms are
important because social variables are causes rather than consequences of
economic exchanges (Zucker 1986). Social structures will supplement or
replace inter-personal mechanisms where these fail to promote trust among
economic agents. Institutional mechanisms can replace or complement the
other two modes of trust production, and not all three modes have to be in

place at the same time.

Zucker (1986) uses historical economic data to explain the importance of
institutional mechanisms in overcoming a lack of process- and characteristic-
based trust. She notes that, during the period between mid-1800s and early
1900s in the United States, high immigration, internal migration and business
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instability disrupted the production of process-based and characteristic-based
trust. There were three main reasons for this: first, the increased social
distance between parties involved in exchanges meant that transactions took
place between groups with different expectations (for example, between
different industrial groups); second, the increased geographical distance
between those involved in an exchange (the development of the US national
railroad in this period allowed exchanges to take place across new
boundaries); and third, the increased complexity in the interconnectedness of

transactions and exchanges.

These three events contributed to a reduction of trust in society which had a
negative impact on business and the economy. Zucker (1986) describes how,
to overcome this problem, the US government developed new institutional
artefacts to facilitate interactions and organisational exchanges. According to
her, these new institutions fostered trust in society and businesses by
increasing rational bureaucracy, implementing professional credentialing,
enabling the surge of intermediaries, and imposing regulation and legislation.
Another effect was that types of exchanges between organisations became
more similar due to the enforcement of common norms and regulations; in this
context, variances in standard behaviour are not tolerated because of

increased regulation and controls (Zucker 1987).

In her paper "Production of Trust: Institutional Sources of Economic Structure,
1840-1920", Zucker (1986) describes various institutional mechanisms for
producing trust. She defines two main groups of institutional mechanisms:
those that operate at the level of background expectations and those that

operate at the level of constitutive expectations.

Zucker developed these two key concepts based on the work of two authors,
Schutz (1962) and (Garfinkel, 1967). She uses the work of Schutz to develop
the concept of background expectations and the work of Garfinkel to develop

the concept of constitutive expectations.
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3.5. Background expectations

Zucker developed the concept of background expectations based on the work
of Alfred Schutz. Schutz’s work is concerned with the “original constitution and
meaningful structure of the world of daily life which humans take for granted
as part of their natural attitude” (1962, p. 207-259). Shutz uses
phenomenology as an instrument to investigate the reality of common-sense
life and the fundamental principles underpinning human behaviour in social

settings.

The object of Schutz’s study is the taken-for-granted attitude of everyday life.
For him, our world - the “everyday world”, the “common-sense world” or the
‘world of daily life” - is essentially intersubjective and we “simply take for
granted that the reciprocity of perspectives holds”. From this perspective,
human perception of objects and events is shared and similar for all
individuals in the same social setting. Thus, our perception of the world is that
of a world that has “existed before our birth, has its history, and is given to us
in an organised fashion” (Schutz, 1962 p. xxvii). We accept the world as it is
presented to us, with all its inherent typifications of behaviour. These
typifications are however not formally recognised, instead they are entrenched
in our “common sense world” through the gradual embedding in our “natural

attitude” of daily life.

Schutz posits that these typifications are the result of a “sedimented structure
of the individual’s experience” and are the lens through which people interpret
new events. He says that “no one has to teach us that the ordinary is the
ordinary and that familiar is familiar” These typifications are learned through
our normal experience which we then use as recipes to understand the world
and our new experiences in it. Thus, ‘the individual as an actor in the social
world defines the reality he encounters”. Throughout their lives, individuals
construct a “stock of knowledge at hand” made up of typifications derived from
their experience of the common-sense world. One key aspect of Schutz’s

ideas is that “knowledge is socially rooted, socially distributed and socially
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informed” and that the typifications or “stock of knowledge” are generated

from this social structure.

This natural attitude takes the world and its objects for granted. As long as the
established scheme of reference, the “stock of knowledge”, appears to be in
order - and the actions and operations performed under its guidance yield the
desired results - we trust these experiences. He argues that people are not
interested in finding out whether these frames of reference are merely a
coherent system of consistent appearances. Nor have they reasons to doubt
the warranted experiences which, so they believe, give them things as they

‘really are”.

It needs a special motivation, such as the irruption of a strange experience,
not subsumable by the stock of knowledge or inconsistent with it, to make us
revise our established beliefs. Schutz suggests that we operate unreflectively
in the world around us using established frames of reference, only suspending

this mode of functioning when a non-normal event becomes apparent.

It is this reality which the individual takes for granted and which forms his or
her “natural attitude”. Schutz borrows the concept of epoche from
phenomenology to describe how the suspension of doubts about the reality of
the outer world is used as a device to deal with this “natural attitude”. We do
not suspend belief in the outer world and its objects but, on the contrary, what
we put in brackets? is the doubt that the world and its objects might be other

than what they appear to be.

It is interesting to note that, for Schutz, ultimate reality is founded on the
apparent truth of the natural attitude. However, this natural attitude is itself an
achievement based on a prior suspension of doubt. In projecting expectations,
humans anticipate an act as already accomplished and place themselves
imaginatively in the future. However, the possibility for developing this “as-if”’

projection into the future rests on certain essential elements of the present

ZA concept used in phenomenology meaning putting on hold.
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which are predetermined by personal circumstances and the stock of

knowledge at hand.

Zucker uses Schutz’'s ideas to develop background expectations as a key

concept in institutional-based trust theory. She defines this concept as:

the common understandings that are taken for granted as part of a world known in
common Zucker (1986) (p. 57).

Zucker defines two subcomponents of background expectations: shared
symbols and shared interpretative frames. Shared symbols refer to shared
signals and codes in a social group. Shared interpretative frames refer to the
reciprocity of perspectives and the idea that everyone in the same social
group should see events in the same way “by making use of pre-established

social facts or socially warranted knowledge” (p. 57).

3.6. Constitutive expectations

Zucker borrows the concept of constitutive expectations from the work of
Garfinkel (1963, p. 190), including his ethnomethodology programme
(Garfinkel, 1967). Like Schutz, Garfinkel was concerned with the mundane
reality of daily life, the “natural facts of life in society”. However, his
phenomenological approach focuses on the role of agreed norms and the
specificity of particular contexts, exchanges and interactions. This approach
contrasts with Schutz’s ideas (used by Zucker to develop background
expectations), which are concerned with culturally developed frames of

reference and unreflective behaviour.

Garfinkel, studied the existence of preconceived rules of engagement in social
interaction which constrain action and enable the prediction of behaviour. In
his seminal work “A conception of, and experiments with, “trust” as a condition
of stable concerted actions”, Garfinkel (1963) conceives trust as the

compliance with socially established rules of behaviour. He demonstrates the
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existence of these socially established rules through an analysis of players’

behaviour in social games.

Garfinkel posits that rules in games, like in social settings, serve for each
“player” to interpret the adversary’s behaviour as well as his own. Rules
establish normality beca