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PhD Thesis Abstract

ABSTRACT

This thesis describes an investigation of information syslems development and practice
in a privatised state owned cnterprisc (North-West Cement Company Limited or
NWCL} in Sri lLanka between 1958-2000, The abjectives of my study were: (1) to
understand the approaches used by NWCL for information systems development; (2) to
understand how these approaches relate to the organisational, socio-cultural, cconomic
and political realilies of orpanisations in Sri Lanka; (3) to outline a theory to better
ungerstand information systems development and practice for organisations in Sri
Lanka; and (4) 1o make recommendations which could be used to improve information

systems development and practice for organisations in Sri Lanka.

Five research questions were gxamined. (1) What impact did the state control policies
have on information sysiems devclopment and practice within NWCL, particularly in
the conte{t of orpanisational socio-cultural lifeworlds? (2) What impact did the neo-
classicat é’é:onomic policies introduced by the government have on information systems
development and practice within NWCL, particularly in the context of organisational
socio-cultural lifeworlds? (37 What approaches were taken into consideration by
NWCL management when developing and using information  sysiems in  the
organisation? (4} How much were cultural, social, cconomic. and organisational
contexts taken into consideration by NWCL management in information systems
development and practice in the erganisation? And why? (5) How can such findings in
the above areas contribute to the theorv and practice of information systems

devetopment?

To study the soeial phenomens, contextualised, interpretive one, with critical case study
methods congruent with Habermas's eritical social theory perspective has been
employed. This study is a holistic one in that ten episodes of information systems
development are critically examined within the historical context of institutions in Sri
Lenka. 1 have made observations by ilerating thcory with cmpirical data and by
reflecting on cach episode in an endeavour lo gain an in-depth understanding and

meaning,

_y -
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The rescarch reveals that information systems development at NWCL existed within
broadly related but interlocking sociv-cultural, economic, and political and
administrative structures in 8ri Lanka. These social structures both influcnced and were
influenced by information systems development al NWCL and thus shaped the

organisation’s reality.

Both state controlled palicics and neo-classical ceonomic policies impacted on
information systems devclopment and Lhe engendering of the socio-cultural lifeworids
of employees. Information systems development followed a positivist approach with
valugs embedded in Western society. The 1echno-scientifie, instrumental, strategic,
economic and purposive rational approuaches logether with a highly institutionalised
bureaucracy and political apertures are shown to be in conflict with the social reality of
NWC. and this has hampered information systems development. As a result, NWCL

was largely unable 1o develop innovative information systems to better the organisation.

Information systems development requires representation of socio-cultural norms,
values, and expectations which are used to guide the thinking process of people in a
country. Such elements are integrated in employee lifeworlds and embody tacit
understanding and knowledge. If information systems are developed including such
tacit knowledge, employces, management, NWCL itself and the wider society benefit
together. Such a process can be achicved throuph increased use of communicative
action in information systems devclopment. Such findings would cnhance the theory
and the practice of information systems development in NWCL and other organisations
in Sri Lanka. The central message of this thesis is that communicative actien remains as

an attractive option for NWCL transformation.
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CHAPTER ONE

INTRODUCTION
1.¢ Introduction
Human actions based on misinterpretation and misguided perceptions of what is “right”
for a group of geopraphically, socially or politically connccted prople, are part of the
core study of my work, An exploration of the symbolic structures and themes, coupled
with interpretative research aimed at realising the potential of improving mutual
communication and influence, through the political activities and interests in the Sri

Lankan context, are integral factors in this discourse,

[ attempt to investigate the balance between individual and coliective interests, and how
the application of instrumental and strategic actions can detriment, or compliment,
communication, meaning and purpeses of socio-cultural, economic, and political

contexts in which the chosen information systems functien.

In this chapter, beginning with a description of some of the key terms, I give an
overview of this work by reflecting on research conducted by Williams and Gunatunge
(1999a), Following is an explanation of the overall statement of the research problem
with description of the specific research. A description of the significance of the
research is provided, followed by an explanation of the objectives of the study and a

structural outline of the thesis.

2.0 Definitions of Key Terms

The following operational definitions of key terms are used throughout this work.

1. Information Technology



The term “information technology™ in this rescurch refers to the computer-based
technelogy used for acquisition, pracessing, storage and retrieval, presenfation and
dissemination of information, and includes computers, telccommunication and digital

glectronic technologies,

2. Information Systems

The term “information systems” is used to describe all different sorts of information
systems from payroll to group-decision support sysiems (Lyytinen, 1992, p. 160),
Information systems in this study is defined as "a computer-based orpanisational
information systems, which provides information support for management activities

and functions" (Ives, Hamilton & Davis, 1980).

Information support broadly includes information storage, transmission, manipulation
and delivery of symbolic representations that are relevant te, or shape, organisational
action. Management activities and functions are assumed to apply to all orpanisational
participants whether or not they are called managers. The focus and problem
formulations of information systems are generally associated with the idea of
technological change in information systems and generic problems of information

processing (Lyytinen, 1992, p.160}).

18

3, Information Systers Develonment



Information systems developmenl is a sociaf eerivity thal operates within social
contexts as a social process (Newman & Robey, 1892; Hirschheim, Klein & Newman,
1991; Hirschheim & Newman, 1991) of shared learning Social context includes

organisation, /ifeworlds, and economic and political contexts of a country.

The information sysiem can be either an in-house developed system or an out-sourced
information system. An in-housce developed system is one that has been developed by
staff employees within the organisation. An out-sourced information system is onc that
moderates its systems features to suit the information requirement of the crganisation is
alse censidered as a social activity that operates within the social contexts as a social
process. Within this interpretation ‘lifeworlds’ is defined as the world of consciousness
and humanly created meaning. [n *lifeworlds’ contexts, people create and attach their
own meanings (selfundorsianding) to the world around them and to the behaviour they

manifested in that world (Habermas, 1987b, 1979).

4, Social Process
)

The social process of information systems de'}'éiopment consists of certain kinds of
activities that go into information systems solutions to solve orpanisational problems.
These activities consist of effective deign, delivery, and usage of information systems in
organisations and society {Keen, 1980, p.10). In this social process the goals, stratepies,
policies, methods, procedurcs, resources, norms, motives, and values of information
systems and development activities need to be openly discussed by all the participants.
This cccurs through communicative interaction, which is genuinely oriented to reaching

an understanding as a process of shared leaming in a distortion free group discussion,



5. Participants

The participants of information systems development are considered - as intelligent
social or organisational actors who critically asscss whatever information they reccive
through the communicative actions in the activitics of the information systems
development process. These participants can include a person or group of persens
(stakeholders) (e.g. politicians, managers, employees, customers, community members’
cte.) who directly or indirectly may have communicative interests in the information

systems development process and the outcome of information systems projects.

The discussion of information systems development activitics is oriented towards the
critical reflection by each participant ahout the inter-subjectively and shared knowledge
of the activities of information systems development process. In this self-reflection,
patticipants draw meanings from the fifeworlds’ as contexts for their communicative
actions and communicative interactions. The emergent information systems solution as
a result of this interaction is defined as the communicative rationality of information
systems development. This cormmunicative rationality is based on the comnumicative
interests of all the participants, that would lead to success of information systems
solutions for organisational problems, otherwise failure of both information systems

developiment and information system use would result,

6. Technicism



A

Technicism is an over-gmphasis on technical, instrumental or strategic technigues or
acrft;rw fo the detriment of wider human communication, human values or human
purpose (Adomo & Horkheimer, 1990; Dryzek, 1990; Ellul, 1990; Habermas, 1987¢;
Marcuse, 1969,1964). Persons thinking in fechnicist ways would tend to define all
human problems in terms of rational and technical solutions, thus leading to an undue
emphasis on the science, in more gencral contexts, this way of thinking is referred to as
an instrumental rationality (Adomno & Horkheimer, 1990; Dryzek, 1990} or a strafegic
rationality (Habermas, 1987¢). It can alse be referred to as technocratic consciousness
or technoeratic rationality (Habermas, 1987b, 1987c).

In this context technology cncapsulates a form of making and coql_mlling as well as the
mechanics used in thesc processes (Habermas, 1987b, 19:84). Scientism means
knowledge defined by what the sciences do in the methodological analysis of scientific
procedures an institutionalised form of reasoning, and purposive rationality, rationality
with regard to purposes or ends (Habermas, 1987b, 1984). Instrumental and strategic
actions are two basic instances of a more general action type, which Habermas calls

purposive-rational.
7. Purposive Rational Actions

Purposive-raticnal action is action directed at attaining only rationally determined
objectives. Here the actors, or participants, attempt to achieve measurable objectives,
and measure the success of their actions by how they achieve, or nearly achieve, their
objectives and how efficicnt were the means deployed. Purposive rational action
applics technical rules that have satisfied some empirical test of the efficiency and

effectiveness of the means (Lyytinen, 1992},



8. Communicative Rationzlities - \\

Habermas {1987k, 1987¢) provides n useful categorisation of instrumental, strategic and
communicalive rationalisations, which can be listed as: o
(1) Instrumental tationality - a technical or instrumental knowledge used to controi
| natire
{2) Strategic rationality - the inappropriate use of instrumental rationality in sacial
situations by persons or groups to control others by manipulation, coercion,
. propaganda, threat or by raw power
(3) Communicative rationality - a self-reflexive, inter-subjective and consensual
apnronch to obtaining what is true or just or free, based on freedom from both inner
and external coercion or unjust authority. Communicative rationality is orlen?ed to
ﬂntcr—sub;ccuve understanding and the achievement of truc consensus through f\rb.:\,‘
open dialogue with honesty and respect shown by ali participants in cammunicatié

interaction.

Habennas;s (1987b, 1987c, 1984) use of the term, communicative rationality is a
mindset or way of thinking that is most clearly demonstrated in ianguage and self-
reflection, especially of an cthical or moral character, There is a common concemn with
justice for all participants involve in the communicative interaction and freedom from

internalised or outer coercion or unjust authority.

9. Communicative Actions



Habermas (19876, 1987¢, and 1984) categorises human action in the following ways:

{1} Instrumental action as a human activity oriented towards success or contro] over
objects in nature, mainly for the fechnical fmteress, It stems from insirumental
rationality

. {2) Strategic action as a human activity or interaction oriented to instrumenta! success,
contro} or domination over other people by manipulation, coercion, propaganda,
threat or raw power, mainly for the fechnical interest. Tt springs from strategic
raticnality

(3) Communicative action as a human activity oriented to reaching an understanding in

an, inter-subjectivity shared communicative interaction, mainly for the practical and

emaneipatory interest. It emanates form communicative rationality.
10. Human Knowledge Interests

Habermas 1987b, 1984; Outhwaite, 1987; Pusey, 1987) categorise human interests as:

(1) Technical human interest seeking technical or instrumental knowledge of human
actions for conirolling the nature using the knowledge generated by empirical
natural sciences. It is mainly manifested in work,

' ~ (2) Practical human interest aims to gain practical knowledge which is ariented. towards

| hermeneutic or historical understanding of human actions from the meaning
ascribed by social actors. It is manifested in language

(3) Emancipatory interest, which is mainly manifested in self-reflection and selft

tinderstanding of human actions. It cencems with the cmancipation from internalised or

outer coercion or upjust authority, It orients towards truth, freedom and justice of

human existence. The self-understanding means a person or group's own interpretation

of its motives, norms, and goals (Habermas, 1987a, p. viii).



3.0 Overview-Reflection on a Study

1 use a research puper (Williams & Gunatunge, 1999a) presented at the 4th Glebal ..
Alliance for Transnational Education conference held at Melboume in Australia in 1999
and subsequently published in Higher Educatien in Europe (Vol. XXV, Number 3,

2000b} to expound the background of this research study.

1 perceived 2 dominating technicism or instrumental actions in the information systems
developmen!t process when the Head of a School of Management in a university in Sri
- Lanka attempted to design a database system for recording students’ personal data. The
aim of the database dcvelcpmcnt; as explained by the Head of the School, was to
'iespond rapidly to students’ queries and to better control of students within the
university. The attempt failed becavse students did not support the Head of the School

in the requirement identification stage of the development

 The students interpreted the database as an instrument through which the school
endeavoured to control their behaviour within the university. They resisted this control
of their behaviour by the govemnment's effort to privatise unjversities with the support
of the World Bank. For cxample, students argued that the school attempted to introduce
re:cent educationa] reforms of the government through the database, They suspected that
the recorded information in the database system would be directed to the authorities in
the povernment and that the government would seize their benefits (Williams &

Gunatunge, 1999a).

The database development project failed due to an overly technical approach taken by

the Head of the school. He considered students as passive objects who could be



controlled through the database design to achivve his rational objectives. FHabermas
(19872, p. 57} uses the term “icchnology" to mean situations like this scientifically
rationalised control of objectificd proccsses, From a Jungian perspective, Sepalter &
Bergman (1989) assert that: "life is very widely dominated still by the belief that
rational solutions cxist for all problems, and that problems which don't respond to
reason cannot be real” (p, 38), This is a facet of technicism taken up by Bowers (1988)
»when he asserts that persens influenced by technicism: "view all aspects of human

éxperience in terms of problems that require technical solutions” {p, 8).

: The result of a technicist way of thinking is 2 naive faith that science and technology
can solve all problems, opening the way to utopia. Persons under the influence of

- technicism come to an over-cmphasis on technique and a naive trust in the science and
technology of modernism - to the detriment of human values, and human purpose, and

meaningful communication {Ellul, 1390).

‘The Head of the School over emphasised the application of instrumental and strategic
actions to the detriment of communication conceming meaning or purpese ot socio-
cultural, economic, and political contexts in which the information systems
develﬁpmeﬁl process was embedded, There was neither significant dialogue nor open
communication with the students in regard to the database desigm. There was no
opportunity for students to self-reflectively understand the objectives of the database
.design Moreover, no alternative perspectives and approaches were considered in the

y

' development process.

The Head of the School did not examine the social context of students' secial

behaviour, He did not understand that the social behaviour is determined as a result of
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the interaction between the students’ and the context that they draw meaning for their
éocia] actions.. In other words, he did not examine the subject mater of the databasc
design, the students' ‘lifeworlds' or other contexts within which communication
functions, For example, the Head of the School did not examine, why and how students
interpreted database design as an instrument to control their social behaviour within

university, &

Studenis opposed the database design, drawing meanings nil;iinly from broader social

contexts such as:

tl} Their poor living conditions within the university (the majority of students who
come from poor families receive government bursaries, although the amount is not

, sufficient to balance their day to day living expenses)

"(2)'-:'|,The: government's attempt (through recent educational reforms) to run the university

as a market place treating students as commodities in that market
(3) Withdrawal of freedom to freely cxchange their views with university

administration.

A narrow technical interest in database design was concerned with the efficient
techniques and methods used in the development process to achieve predetermined and
rigidly set goals of the Head of the School, to control and to dominate students'
behaviour within the university. The instrumental raticnality, unbalanced by
communicative rationality, dominated in the database design attempt in the human
capacity for reasoned thought and zetion. Conscquently, ecenomicaliy rationalistic
attitudes and managed instrumental rationality surfaced in the actions of the Head of the
school as he attempted to dominate students' ‘lifeworlds’ through the database design

(Williams & Gunatunge, 199%a, 2000b).



This database example illustrates the need for the focus of this research; a quest for a
better model that could improve information systems development and use practice in
organisations, particularly in Sri Lanka. Habermas's (1987a} thesis ... "how can the
power of technical control be brought within the range of the consensus of acting and
trangacting citizens?" (p. 57) stimulated me to start my research with the implicit
supposition, that "information systems development should be considered as a social
activity of shared learning by the participants". Therefore, i reviewed the literature to
look for approaches alternative to the cxisting technical approach,

Readings of Myers {1597), Orlikowski and Baroudi {1991), and Chua (1986) helped me
to find cut usefui schema for categorising research approaches to information systems
development and practice in organisations. Their main categories are the positivist

approach, the interprefative approach and the critical social theory approach.

On farther réading of such authers as Avision, Wood-Harper, Vidgen & Wood, 1998,
Myers & Young, 1997, Wilson, 1997, Hirschheim, Klein & Lyytinen, 1996_; K_Jlej_n &
Hirschheim, 1996; Walsham, 1995; Walsham, 1993; Ngwenyama, 1991; Hirschheim &

Klein, 19%9; Habermas, 1987a, 1987b, 1987¢, 1984, 1979, 1975, 1973; Lyytinen;'&_,_

Klein, 1985; Klein & Lyytinen, 1985), I realised that the positivist appruacﬁ (techﬂilé'al-l
approach) can be flawed when using overly narrow technical interests based on

instrumental and strategic rationalisations.

Drawing rules of law for social sciences from the natural-science model, positivistic
information systems development approaches have shown to be repeatedly flawed in

their application to the information systems devclopment within the contexts of
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‘lifeworlds’ in organisations (Avision et al,, 1998; Wilson, 1997; Myers & Young,

1997: Ngwenyamn & [.ee, 159,

In my jouncy of seal;:c:hing for a better model for information systems development, [

_ perceived that many systems development projects were abandoned, or failed, due to

fittle or no communication with the social actors or participants. There was a failure to
achieve consensus due to misunderstandinps or mistrust about the development process
{gee Williams & Gunatunge, 2000b, {9992; Klein & Hirschheim, 1991, 1989; Lyytinen
& Hirschheim, 1987). For example, Gibbons (1987, p. 1) states that "the concepls
present in the lanpuage of the positivist research philesophy cannot reflect the everyday

language usage of the study participants, as these are considered too ambiguous and

subjective. I realised that irreducible values underpin the ‘lifeworlds’ contexts within

which social practice of information systems development functions. The understanding

"of social reality in social actions requires understanding of how practice and meanings

- are formed and informed by the language and tacit norms shared by humans workitig

towards some shared goals (Orlikowski & Baroudi, 1991).

Recognising the limitations of the strict application of the natural science model to

information systems development, I further examined the interpretivist research

- perspective as an alternative approach to the positivist research tradition ﬂ;ee Klein &

_ M}'m, 1999; Myers, 1994; Walsham, 1993; Orlikowski, 1993; Orlikowski & Baroudi,

_ 1991; Chua, 1986). The interpretative tradition explicitly addresses information

. systems development issues in the contexts of ‘lifeworlds’ so as to come into a mutual

A
" understanding, a shared consciousness among sctors in human communication,

it
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The aim of the inter‘;l'lretativc research is 1o firstly understand how members of a secial
group, through their participation in social processes, enact their particular realitics and
* endow them with meaning. Secondly, to show hm\:'ié these meaninps, beliefs aud
intentéons of the members help to constil_ulc their sccia’.;"action {Orlikowski & Baroudi,
1991). The interpreigtive perspective attempts ';I'ftd understand the inter-subjective
meanings embedded in social life . . . to ex;élain: why people act the way they do”
{Gibbons, 1987, p. 3). The understanding of; "cpl_'nmunicativc aets are enhanced by
interpreting the meanings of actiors. -
: ...i.'| \\“h
However, the interpretative appreach does not"address the ;}u\lc\s that underpin
N

. . . . L e . - . A
. distortions in understanding and communicative interactions arising fron:
' 7

1. Sacio-politico-economic forces which are often extemal and w'hir‘:llh\\gi;\;yfﬁse to
~certain meanings and experiences =

2, Ynintended consequences of actions which shape social reality

3. Structural conflicts within society and organisations. )

4, Historical construction of social reality in organisations, (Fay, 1??87 p'.'"':éZ).. ﬁe

e

interpretative approach does not address the question: "how can hﬁman actofs free
themselves  from understandings | arising from distorted communicative

interactions?"

After reading critica,ll' sowial theory literature, T decided to employ Habermas's theory of
communicative action to research information systems development and practice by

organisations for the following reasons.
1}? Habermas' s thinking is considered to have more relevance and impact on the
i

":", information systems discipline than any other critical school of social theory
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(Ngwenyama & Lee, 1997). The theory is a powerful framework to understand
information systems development and praclice as a social aclivity and process
{(Newman & Robey, 1992; Hirschieim & Newman, 1991}, Habermas's theory has a
broad and cncompassing nature, which makes it seem capable of subsuming maost

other social theories within itself {Lyytinen & Hirschheim, 1988).

2. Habermas's model enables an understanding of how technical systems, such as
management information systems (MIS), tend to dominate the prominent social
systems. Habermas argues for a need for exposure to both concepts and their

. interrelationship, in any given context. {Laughlin, 1987).

3. Habermas's model ;;ro\'iges 2 d_e_tailed process, different dimensions, human
[subjective world], social [il;iér" ;l.;l.)jéctively shared world} and technical [objective
wortd], which are all interrelated, These allow not only an understanding about the
nature and interaction of social, human, and technical systems but zlso the

possibility to engender change and development in these systems {Laughlin, 1987).

4, Habermas's model cnables a theoretical and practical enderstanding of the
appropriateness of particular changes, such as privatisstion policies on
organisations and information systems within a broader spectrum of societal

development (Broadbent, Laughlin & Reed, 1991; Laughlin, 1987).

5. Habermas's model has an openness with w.hich critical appraisal can be undertaken,
As Giddens (1982, p. 332) points outs “enlightenment is not joke” implying that the
enlizhtenment project of transferring the world to be more just and democratic is

not to be laughed at. Broadbent et al. (1991) asscrts that modern world could
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become more ealightened with Hubermas®s thinking of societal development [than

any other critical social theory perspective).

Habermas's ([987b, 1984) theory of communicative actions is concemed with values,
meaning or purpose that makes more conscious and cxplicit the process whereby
relevant personal beliefs, personal concepts and ideas, metaphors, feelings, cmotions,
persenal values and goals are openly communicated in a process of information systems
development in organisations. Thus, it is part of the selfreflective process by which
social actors come to understand each otlier's actions and interactions as a process of

shared leaming.

"H""'«i'-(_' Statement of the Research Problem

In developing countries, one broad but impoertant phenomenon 'fhat needs to be
investigated is the interaction between devclopment policies of governments and
information systems devclopment practice in organisations. Sri Lanka, as a developing
country, gained independence in 1948, Unti! 1977, Sri Lanka followed state-controlled
policies and approaches for industrialisation based on public ownership. State owﬁed
enterprises (SOEs) were introduced as major development proprams following the
industrialisation policies of the government (see chapter four). Information systems
were introduced as stcering medin (techniques and strategies) in some SOBs for
improving efficiency and effectiveness. These information systems had tremendous

impact on socio-cultural *lifeworlds’ in these organisations.

In 1877, Sri Lanka opened its frontiers allowing neo-classical development policies to

~ be operated. Neo-classical policies have provided market-driven approaches such as
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privatisation of SOEs and cconomic liberalisation (Colombage, 1993; Karunatilleke,
i993). The primary objective of such liberalised approaches was to introduce
competition in the hope of reducing cost and improving the produclivity of
organisations (Kelegama, 1993), and accelerating cconomic devclopme.nl towards

improving the living conditions of people (Rondineeli, 1993).

These approaches have had profound effcets on both processes and structures in
organisations in these countries. For instance, when SOEs in developing countries are
privatised, organisations usuaily have to introduce new business visions, objectives,
strategies, policies, structures, décisiun making processes, and management control

systems {Wickramasinghe, 1993).

Computerised information systems (computerised information systems) are some times
introduced as steering media to direct these organisations (Myers & Young, 1597,
Broadbent et al., 1991). These newly developed information systems can become one
- of key instruments by which senior management can achieve the desired objectives of
ti'le government's reforms. Such situations can be complicated particularly, due to the
~ culturally and sacially specific imperatives in these countries {Myers & Young, 1997,
| Kelegama, 1993; Broadbent ct al,, 1991). These provide rich contexts for information

systems development research in organisations in 8ri Lanka.

- 8ri Lanka is considered as a low-income economy (World Bank, 1990; IMF, 2000). In
this country, policy makers have introduced market oriented development approaches
in 1977. 8 Lanka was expected to gein newly industrial county status in the year 2000

{Indraratne, 1993). One of the erikin_g policy measures embraced by recent government
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induced reforms is incrensed privatisation programmes. At the end of 1998 about 60

SOEs have been privatised with the zgenda to increase efficiency and effectiveness.

It is rcpor(r_;d that many of these privatised companies in Sri Lanka are equipped with
newly intrc;duced information systems to help them cope with competitive markets
(Samaranayake, 1999, 1989). These systems have becn developed following Western
prescriptions and are considered to be technical and rationalistie follwing a Western
thought and mindset (Avgerou, 1996; Kirlidog, 1996). These information systems
could be at odds wilh the organisational and the socic-cultural reality of Sri Lanka. As a
result, a number of organisations have realised that these systems need to be considered
within broader organisational, social, cultural, econonmic contexts that reflect the
specific characteristics of Sri Lanka (Gray, 1991).

Case studies in information systems development in St Lankan organisations could
help to throw light on the issucs of broader organisational, social, culturai, and
economic contexts. Therefore, the proposed study is based on five fundamental
research questions.

4.1 Research Questlons

Based on a single in-depth case study of a Sti Lankan organisation: .

1. What impact did the state control policies have on information systems
development and practice in the organisational socio-cultural ‘lifeworlds?
2. What impact did the neo-classical economic policies have on information systems

development and practice in the organisational socio-cultural ‘lifeworlds?
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3. What approaches did the management take into consideration when developing and
“implementing information systems in the organisation?

4. How much were cultural, sbcial, economic, and orpanisational contexis takén into
consideration by the management in information systems development and practice
in the organisation and why?

5. How did such findings contribute 10 the theory and practice of information systems

development?

4.2 Limitations of the Study

The first limitation of this thesis is the time frame studied. Though I examined
information systems development and practice within an historical context, data
description and analysis was carried on afier 1958 and due to the (NCCL’s} long

history, it was unable to trace back data prior to the 1958,

The second limitation of this thesis pertains to the information pathered through the in-

depth interviews with the participants (see section 5.3.2 of chapter five for the number
1

and the type of participants interviewed) of a privatised indusn:}iéii organisation (NCCL).

The historical construction of the data gathered rest on the init#grity and knowledge of

the interviewed participants. l'{\\_

T
R

The third limitation of this thesis involves a lack of focus on freeing and changing the
socia] attitudes of participants. The use of Habermas's communicative actions in
research involves not only to reveal empirical evidence and interpretive understanding
of information systems devclopment and practice but also to free social actors who are
constrained. This involves revealing consiraints, thereby motivating participants to

cngage in conscious political actions in systems development. Moreover, it involves



liberation of repressed seeking through dialogue to make social participants aware of

oppressive structures. [t also involves changing social attitudes of participenis to make

, them aware of the problems of the current practices. Time and distance constrained in

engaging in such 3 critical study. However, [ engaged in critical discussions with
managers and other employees, I made them aware the present problems and reasons for

failures of information systems development and practice at NCCL.

The fourth possible limitation is related to the participants interviewed. This study is an
in-depth in the subsidiary (NCCL) based on data produced by internal participants of
NCCL and few out side participants {see section 5.3.2) for socio-culture, economic and
political contexts, govermnment involvement, single owner and the multinational
Company. Key owners of Goldembank located in the Company head quariers,

customers, suppliers and competitors were not interviewed.

The fifth limitation of this thesis is that it was conducted using national socio-culture as
unique phencmenon throughout the history of Sri Lanka. However, the study casts
doubt upon the notion of cultures being a national concept. For cxample, Sti Lanka had
been ruled by foreign dominations over five and half centuries (see section 4.3 of
chapter four). The impact of this foreign language, religion, arts, administration,
techuology was to have a tremendous impacts on changing socio-cultural attitudes of Sd
Lankans. Had this study been focused and conducted on ethnic and religious basis, then
the results would have been different. A more detailed study focusing on language,
religion, and ethnicity within origina! communities may well have revealed segments of
socio-cultural values, ecenomic and political contexts between families, political
groupings which might have impacted on the modern Western cultural values, rather

than the reverse,
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The sixth limitation is that the whole research, its findings, conclusions and
recommendntions are based solely on a Sti Lankan context cven though parallel
%

di\a_cussiuns are developed and analysed (sec chapier four) within the contexts of

developing countries.

5.0 Significance of the Study

The present study is relevant to both devcloped and developing countries alike as they
introduce market oriented economic reforms into SOEs (Evaristo, 1998; Myers &
Young, 1997; Broadbent et al,, 1991). The then government of Sri Lanka introduced
libesalised economic reforms in 1977. These economic reforms have resulted in
significant expansion of the private sector, a reshaping of hierarchicsl structures, and

transition of SOEs 1o the private sector.

One fundamental but important phenomencn in this transition is the chanpe of
ownership, which frequently leads to a change of information systems. One of the
problems in the change process is the need to face a competitive environment
incompatible with the older socio-culture of the organisation (Evaristo, 1998).
Therefore, how change of ownership impacts on change of information systems
development provides a fruitful conlext for empirical investigation, In order to fully
understénd the current practice of information systems development in organisaticns in
Sri Lanka, this study investipated the changes resulting from the introduction of
information systems that occurred before and afier privatisation of a state owned

industrial cnterprisc; namely, NCCL in 8ri Lanka,
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Tﬁe intentiens and actions of key participants in systems development processes were
examined to understand their impact on the development and practiee of information
systems. The social contexi into which policies were being impiemented, and the
change processes enacted within wider contexts, has also been investigated, A critical
soctal theors', particularly works of Habermas communicative actions, has been used as

the major theoretical framework of this study.

Information systems development has been studied within a social setting using critical
social theory by varicus researchers at orpanisational level in developed countries but
"ot in developing countries {see section 2.5.3). St Lanka 8s a developing country
provides rich contexts for information systoms research (sec chapter four). The
litémture on the Habermas's critical social theory in information sysiems, though
growing in quantity and depth, has mainly adopted critical theary as it is ‘received’ in
the philosophical literature (Lyytincne, 1992). Moreover, many of works are
fragmentary (Lee, 1990; Ehn, 1988; Flensburg, 1985) Most research studies in the
information systerns field use critical theory in a rather mechanistic way by reiterating
the key arguments of Habermas’s thinking (e.g. Lyytinen & Hirschheim, 1988;
Lyytinen & Klein, 1985). In these studies, authors often merely offer _Habermas’s
actions' typology/human interests to organise and evaluate research in information

systems.

While these rescarches can be illuminating, they fait to look at information systems
development issucs in their totality. These studies often ignore the exploration of
concrete situations in real world problems and studying how information systems

actually function within a broad social context of a country,
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Only a few studies have focused on how broader social issues, such as privatisation
policies, influence information sysiems developmert (sec for cxample, Myers &

Young, 1997). Even in this study, avlhers did nol study information systems
- development within a historical framework, Gencrally, Habermas's concemns about
societal development within a broader socio-economic and political context, have been
partially neglected by information systems researchers both in developed and

developing countrics,

Focusing on organisational and information technology contexts alone fails to
acknowledge the degree to which information systems development plays a role in
social transformation in organisations. For example, how different social seftings
engenders certain kinds of gevernment policies such as privatisation and how and why
these changes in tum reinforce or transform structural configurations over time has
scarcely been examined in the literature. In other words, research studies have largely
failed 10 locate information systems development within broader socio-cultural,

ecanemic, and political contexts of the country within which it is cmbedded,

For example, in critical theory, the understanding of the society must embrace the
tota!ity:of objective and subjective worlds before analysing clements of organisations
{Murray & Ozanne, 1991; Held, 1980; Burreli & Morgan, 1979). One current hindrance
in making critical theory a more credible rescarch area is the lack of empirical studies
that emphasises the socictal totality (Lyytinen, 1992). The cmphasis of totality in
research emerges from the idea that facts can not be scparated from values in the
process of social development. Therefore, the present research has significant
imgplications for information systemns rescarch and it addresses this lacuna by examining

jtin a Sri Lankan context for information systems development. The study examines
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realworld episodes to gain an understanding about real-world issues in relation to

information systemns devclopment in developing countries such as in Sri Lanka,

. 6.0 Objectives of the Study

Information systems development in most organisations in Sri L;“:nka lacks a theery,
which guides information systems development practice. Systér;ls professionals and

."mlmagement still follow the positivist approach in infonnation systems development
"(Wl]llams & Gunatunge, 1999a, 2000a, 2000b; Gunatunge & Williams, 2000}, This
po-utw:st approa.ch to systems development is often inconsistent with the social and
organisational reality (sce Tinker & Yuthas, 1994). They do not take into consideration
broader social, cultural, economic, and political aspects of a country within which
information systems developrment is entrenched. As a result, many efforts to transform
organisations through information systems development, not only in developing
countries but also developed ones, have failed (Williams &2 Gunatunge, 2000a, 2000b,
1999z, Gunatunpe & Williams, 2000).

. Organisations in Sri Lanka have experienced massive failures in information ;fstcms
development and ilmplementations.: However, there appears to be no declared
commitment to address these issues .in an empirical research. Therefore, there exists a
wide knowledge gap in the literature between the desired and existing states of
information systems research. The present research study is built on the above
consideration by using Habermas’s critical social theory. It aims to reveal empidcal
and interpreiative understending of information systems development and practice at

..NCCL in Sri Lanka. Morc specifically the objectives of the study are:
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1. To understand the approaches used by organisations in Sr Lanka for information
systems development.

2. To understand how these approaches contradict with organisational, socio-cultural,
economi, and political realities of organisations in Sri Lanka.

3. To provide a theery 1o understand information systems development for
organisations in S Lanka.

4. To make recommendations for successful information systems development andl

practice in organisations in Sri Lanka,
7.0 Organisation of Chapters

In this chapter, definitions for key terms used in this research have been given, An
overview is provided reflecting on a failure of the data base system developnient in a
University in Sri Lanka, Reflection on this research compelled me to investigate

altemnative approaches to information systems development in organisations.

Chapter two provides an in-depth examination of three approaches to information
systems development practice using the framework of Orlikowski & Baroudi (1991).
Orlikoy_vski’s & Baroudi’s (1991) three approaches are the positivist, the interpretative,
and the critical slézcial theory. Recognising the limitations of the positivist and -the
interprelative approaches, [ use Habermas’s critical social theory in this study to

understand information systems development practice in organisations in Sri Lanka,

Chapter three describes the theoretical framework uses in this study, Critical social

theory in general and Habermas's theory of communicative actions in particular is
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explained. Habermas's approach requires an understending of the social phenomena

within broad socio-cultural, cconomic, and political contexts of a country.

.A critical review of sccio-cultural, economie, and political contexts; the social context
of S Lanka, tor information systems development is provided in chapter four. An
.explanalion is given about how information systems development in organisations is
situated within a broad social context. This requires understanding of information

systems development within a holistic framework.

Chapt.cr five explains the research methodology ust'l:gd in the study. In line with the
critical social theory, I expluin how in-depth critical case studies provide a rich
" understanding about information systems development in organisations. In particular, [
explain how an in-depth single case study can be used to understand the totality of
information systems development and practice to generate knowledge closely related to
the research participants and how that knowledge can link theory with empirical

evidence.

. Chapter six provides the case description and analysis at NCCL. The theoretical
constructs and social contexts in Sri Lanka are used fo describe and provide context to
the analysis of empirical dnta. In line with critical social theory, the study is conducted
within histotical contexts of the evolutions of institutions in Sri Lanka. Thus ten
episodes of informaticn systems development are examined and analysed. Reflection on
each episode is given at the end of .l_:!:'ach episode,

i
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Finally, chapter seven provides a summary of each cpisode. I then reflect on current
practice of information systems development al NCCL. Major rescarch findings from

the case analysis are discussed,

Thcﬁﬁsation of information systems devcléﬁmenl from the theory of communicative
actions is given incorpotating literature from several disciplines. Problems regarding the
application of Habermas's communicative actions to organisations in Sri Lanka are then
discusséd. Finally, the chapter provides recommendations for successful infonmation
systems development in NCCL, conclusion for each research questien, and overall

conclusions of the thesis with some recommendations for future research,

£

1=
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CHAPTER TWO
LITERATURE REVIEW

2.0 Introduction

Since the pioneering work of Hirschhieim and Klein (1989}, there has been increasing
interest in philosopﬁica] assumptions underlying information systems development
approaches (see Hirschheim, livari & Kiein, 1997, livari & Hirschheim, 1996;
Hirschheim, Klein & Lyytinen, 1995; Hirschheim & Klein, 1992; Orlikowski &

Barcudi, 1991; Eivari, 1991). A common finding of Hirschheim and Klejn (1989),

Orlikowski and Baroudi (1991 and livari (1991), was the identification of a single sct.

of dominant philosophical assumptions about the nature of information systems

development and what constilutes valid knowledge about the phenomena to be
associated with information systems development and practice (livari, Hirschlieim &

Kiein, 1998).

in this chapter, I present a review of existing literature in informaticn systems
development and practice in organisations referring te the framework outlined by
Orlikowski and Baroudi {1991) based on the underlying research epistemology which
guides the research. This Framework is developed following Chua’s (1986) works in

classifying research epistemology in the accounting field, Oslikowski and Baroudi's

' (1991) research in information systems posit three perspectives:

1. ‘The positivist approach

2. Te interpretative approach
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3. Te critical social theory approach. This framework has been used by Myers {1997)
to classify qualitative research in information systems and Ngwenyama and Lee

{1997) to study communication richness in elecironic mail,

The use of Orlikowski’s and Baroudi's {1991} framework in this research will guide the
study of various assumptions about knowledge made by researchers during information
systems development in organisations and will facilitate understanding of the ways
such knowledge can be obtained (Hirschheim, 1992). I discuss each approach in light of
its ontology. epistemology and the relationship between theory and practice, together
with information systems research conducted within each perspective. The chapter is

organised as follows.

Firstly, underlying assumptions in information systems development and practice arc
examined. Secondly, the positivist perspective is examined. Thirdly, the interpretative
perspective is examined. Finally, the eritical social theory approach is examined. For
cach I discuss on the underlying assumptions oriented to information systems

development and practice and the problems inherent in the approaches themselves,

2.1 Underlying Assumptions in Information Sys¢ems Development and Practice

2.1.1 Oﬁtological Assumptions

Ontology is concemned with the structure and properties of “what is assumed to exist”,
the basic building blocks that make up the phenomena or objects 10 be investigated
(ivari et al., _1.998]. Ontology refers to the nature of the world around us; in particular,
that slice of reality which the researchers choose to address. Researchiers ontologically
assume that the objective in any social seience research, including the information

systems filed, is to discover the underlying social realitics (Orlikowski & Baroudi,
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1991). Such a discovery becomes the output of the rescarch and is presumed by the
researcher prior to the discovery. The researcher has a pgeneral understanding about
what really exists in social systems and how this reality affect the status of rescarch
outputs (livari et al., 1998; Burrell & Morpan, 1989; Chua, 1986). Such assumptions or
belief-structures arc philosophically termed “ontological assumptions”, These vary

between the various theoretical frameworks.
2.1.2 Epistemology

While ontology deals with the reality of knowledge, epistemology concentrates on how
su:::h knowledge is obtained, Generally, epistemological assumptions are concerned
with the nature of knowledge and the proper methods of inquity (livari et &l., 1998). In
other worlds, epistemology is concerned with the ways and means by which we can
obtain knowledge (Hirschheim, 1992). With the determination of the onfelogical
position, it is necessary to design a consistent mode of obtaining knowledge about the
assumed reality. The way in which knowledge is obtained is philosophically termed
epistemology and consists of concepis of the researchers’ knowledge discovery,
research methods, and the nature of data (Orlikwski & Baroudi, 1991; Burmell &
Morgan, 1989; Chua, 1986). As in the case of ontelogy, epistemological positions vary

between researchers.

2.2 Positivist Approach-Underlying Assumptions in Information Systems Development

and Practice

Positivist perspectives to information systems development reflect much of empirical-

analytic research apgenda based on the views of positivism, with a focus in the
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functionalist paradigm of objective worldview of society (Hirschheim et al.,, 1995,
Orlikowski & Baroudi, 1991; Hirschheim & Klein, 1989; Chua, 1986; Burrcli &
Morgan, 1979). The term cmpirical-analytic refers to an organisativnzl science based
on the natural science approach, the aim of which is to "establish general laws” which
can serve as instruments for systematic explanation and dependable prediction (Nagel,

1979, p. 450},
2.2.1 Ontological Assumptions

Ontolegically, positivist approaches to studying the social world rely on cbjective
vit;ws of the world. The position adopted by the positivist is realism, which postulates
that the universe is comprised of objectively given immutable, objects and structures.
These objects and structures exist as empirical entities, on their own, independent of the
observer’s appreciation of them. For example, positivist information systems
researchers assume that there exists an objective physical and a social reality
independent of human and whose nature can be relatively easily understood,
characterised, and measured. Within this perspective, people are viewed as pussive
objects that can be stedied using the laws of natural science (Negwenyamsa & Lee,

1997;Chua, 1986, p. 604).

This approach assumes that organisations have structures beyond the reality of the
- actions of who make the reality. Therefore, the role of researcher is to discover this
' objective and social reality that exists external to the creators of such reality, who have
a-passive role in the phenomena being investigated {Orlikowski & Baroudi, 1991;

Orlikowski, 1991, Chua, 1986; Mingers, 1980; Bourrell & Morgan, 1979).
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1.2.2 Epistemological Assnmptlons

Epistemologically, the positivist appreach is based on reductionism. 1l is concerned
with the empirical testability of theories to be verified or falsificd through the logic of

liypothetical-deductive reasoning of the phenomena being investigated.,

Methodologically, rescarch methods such as large-scale sample surveys and laboratory
experiments and sometimes descriptive case studies (whose purpose is to formulate
hypotheses) are used for the gathering of valid empirical evidence. It is assumed that
valid knowledge can be obtained following these methodologies. Da:\‘u analysis is
preceded referring to inferential statistics whose objective is to discover causal laws.
The result of the analysis is used as true knowledpge (considered as rational knowledge)

for the explanation of the behaviour of human affairs of the world,

Accordingly, prediction and control of physical and social reality can be made from the
Research results of {Orlikowski & Baroudi, 1991; Orlikowski, 1991; Chua, 1986).

The assumption is that scientism and its nomothetic {refererice to laws or rides that
pertain 1o the general case, rather than the individual) belief in the scientific methods
are necessary and sufficient for discovering the truth (Introna & Whitley, 1997;

Feyerabend, 1993).

Positivists often claim the positivist approach is the only form of valid knowledge and
the only rational knowledge. In the last century, rationality and reason came to be
identified with scientific knowledge and understanding. This empiricist-analytic form
explicitly rejects value-judgements in the interest of objectivity. It is assumed ends are

value free and limited it to technical questions; value questions become detached from
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scientific thinking (Habermas, 1987b, 1984), [f practical questions concerning norms,
values, and objeclives arisc they are considered as jrrational and cain not be resolved
scientifically and that reseorchers should not get involved in moral judgements. For
example, DeMarco (1979) writes, “political problems aren't going to be solved. The

most we can hope for is to limit the effect of disruption duc to politics™ (p. 13).

Positivist researchers strive to be fully independent from the actual situation of the
study. Moreover, it is a widely held belief that researchers can objectively evaluate
social actions or social processes. Attempts to deal with practical problems (or
conflicts} in research often in some arbitrary methods such as using strategies {as
means) in the form of appropriate controlling systems to achieve desired goals in the
most efficient manner (Orlikowski & Baroudi, 1991; Chua, 1986, p. 611; Mingers,

1980, p. 42),
2.3 Information Systems Development Research within Positivist Approach

Initially, systems development methods were concerned with mainly technical issues of
the systems development process, programming, design, and the detailed analysis of
~ data and functions to be handled by the technical system (Reijswoud, Mulder & Dietz,
199%; Doherty & King, 1998; Wilson, 1997; Avgerou, 1996; Hirschheim et 1l,, 1995),
Examples of this approach are Gane and Sarson, (1979), DeMarco (1979), Weinberg
(1580) and Yourdon (1989). In this approach, information systems development and
pﬁciicc were thought of as mechanistic views within organisations (Spaul, 1997, p.

79.
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Using mechanistic views, the information systems development and practics is viewed
as g technical processes in which systems are built from the requirements elicited by the
systems analyst from the users through a variety of approaches. The user requircments
arc pencrally considered 1o be straightforward processes in which users simply state
their needs (Hirschheim et al., 1991, p. 588). Systems devclopment approaches hased
on this way are referred to as "classical approaches” (Hirschheim ct al. 1991), "secend
o« third generation systems development approaches” (Hirschheim, Klein & Lyytinen,
1995; Couger, 1982), “traditional approaches" {Woad-Harper & Fitzgerald, 1982), or
the "positivist approach” (Myers, 1997; Orlikwski & Baroudi, 1991). In this study, I use

the term “positivist approach”.

Some research studies using positivist approaches recognise behavioural consequence
of system development processes and describe the actual use of information systems
(Lyytinen, 1992; Hirschheim et al., 1991). Many of these studics have relied on
established sociological schools to study organisational life (Kling, 1980). In thesec
studies, behavioural elements were managed using a variety of strategies such as
implementation apd counter-implementation techniques {Keen, 1981), Issues such as
user-fitendly interfaces and crgonomically sound design became key concerns of

development in thesc approaches,

Following the behavioural consequences in systems development process, some
structured approaches include tools for promoting user involvement (Hirschheim et al.,
1991, p. 588). Conscquently, socio-technical methodologies of Bestrom and Heinen
{1977), Mumford and Weir {1979}, Oppelland and Kolf (1980), Mumford (1983), and
Mumford and Beckman (1994) attempted to include substantial user participation in

the systems development process (Hirschheim et al,, 1991).
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Research using positivist perspectives to information systems development and practice
appears overwhelmingly concerned with rational image to infermation systems (see
Steinmuller, 1984; Kling & Scacchi, 1982; Shneiderman, 1981). In most information
systems research, information systems development is regarded as a means for making
the data processing tasks of an organisation more efficicnt and effective (see Scnko,
1975, pp. 3-13). Engineering the information systems development activities in order to
achieve organisational goals by influencing the responses of members of the
organisation were seen as instrumental and strategic actions (Kendall & Kricbel, 1982;

Bariff & Ginzberg, 1982).

Research using positivist petspectives usually assume that the information systems
development process embodies a set of efficiency-maximisation imperatives
determined by managers' perceptions of market forces. The concentration on cfficiency
and effectiveness stress from the ideclogical legacy of the ‘enliphtenment’, which
sustains the general belief that things can always be made mere efficlent (Probert,
1997). For example, management information systems in general focuses on the
instrumental approach to design and development of computer based isformation
systems to realise management goals that ave rational 1o the point of excluding non-
rational behaviour of human expericnce (see Gordon & Gordon, 1999; Davis & Qlsen,

1985),

Much of management information systems research is techmical, combing the
theoretical work of computer science, management science and operational research
with practical orientation: toward building systems and applications {Laudon & Laudan,

1998; Foster & Flynn's, 1984), These models are mechanistically and technically



eriented {Avperou & d Comford, 1995} and do not take count of any conflicts of
interest between pacticipants in the systems development process (Klein & Hirschheim,
1991,1989; Lyytinen & Hirschheim, 1987), More generally, in these approaches,
eationality is instrumcntally interpreted through the instrumental actions of actors in

organisational events {Klcin & Hirschheim, 1991, 1989).

The technical and instrumental approaches lmost always emphasise mathematically
sound, normative systems to study information systems as well as the physical
technology and formal capabilities of the systems using discrete entity models
(Walsham, 1993), For example, discrete entity models focus on explicit economic,
physical and information processing features of the techinology (see Kling, 1987) being
heavily based on scientific methods that attempt to derive "law-like generalisation”

{Hirschheim & Klein, 1992; Orlikowski & Baroudi, 1991).

Technical ways of thinking about associated nomothetic techniques and methodologies
has dominated the information systems discipline since its technological inception
(Introna, 1996, p. 20}. An almost universal assumption over the last 30 years is that an
~increase in scientific, natural, and social knowledge could be applied in an instrumental
and technical manuer o information systems development and practice (Wilson, 1997,
;5. 187). For example, structured analysis, structured design, structured programming,
object oriented design and propramming has resulted in a logical progression in
information systems development methods that have roots in the engineering discipline

and technical rationality (Avison ct al,, 1998, pp. 124-5).

What is common in the field of information systems dcvelopment including up to the

present is the emphasis on technical-rational methodologies such as information
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engincering and computer-aided software enginzering ¢Introng, 1996, p. 20). However,
this technical rational approach creates problems when applicd to development and
practice of information systems in dynamic and emergent contexts, because the systems

are often not flexible enough to cope with change (Hirschheim et al., 1995y,

2.3._1 Problemts of Paositivist Approach
5‘?

The limitaticns of the positivist approach to information systems development and use
are widely discussed in information systems literature (see for example, Avgerou, 2000;
Tarvinen & Jalonen, 2000; Avison et al., 1998; Standing, 1998; Walsham, 1995, 1993;
Westrup, 1994; Orlikwski, 1993; Hirschheim & Klein, 1992; Orlikowski, 1991,
Orlikowski & Baroudi, 1991). Eason (1988) notes that structured design methods are
devated to the design of technical systems and give little recognition to the range of
organisational changes that are also to be designed. Concurring with Eason (1988),
Hornby, Clegg, Robson, MeClaren, Richardsen and O'Bein (1992) point out that these
methodologies are still very technically oriented and they ignore the inclusion of
humans in the development process. According to Hirschheim and Klein (1992), the
ontological and epistemological background of information systems development
methodologies often reflect the positivistic paradigm in that the world is seen as an
objective reality characterised by order rather than a conflict. From this perspective,
social structures of reality are found, observed or modelled rather than interpreted or re-

created {Torvinen & lalonen, 2000, p. 16).

Moreever, it is a widely held belief among systems professionals that organisational
issues are mot of concern to them (Homby et al, 1992; Newman, 1989). These

positivist approaches tend to disregard the interaction and actions of key players, the



37

process by which new systems are implemented and used and the social and contextual
aspects within which such vvents occur {Avison et al., 1998; Orlkowski, 1993). They
often ignore historical and contextual conditions as possible influcnces on human action

(Orlikowski & Beroudi, 1991, p. 12). The cveryday language usage of the study

. participants are not included in the development process (Gibbons, 1987, p.1) and

people are generally discounted as self-interpretative beings whose input into these

structures is not important (Habermas, 1987b).

Technical approaches can lead to an over emphasis on the design and constructions of
computer-based activities (Avison et al,, 1998, p. 125), whilst ignoring the social and
organisational dynamics of system devclopment (Westrup, 1994). For instance,
mechanistic view of organisations often tends to consider information as a way of
scheduling and automating procedures. Their application leads to systems development
being overly formal and rational, placing little reliance on human intuition, judgement,
politics and social processes. Politics is scen as irrational as it interferes with maximal

efficiency or effectiveness (Hirschheim & Klein, 1989).

Researchers who acknowledge the existence of politics in information systems
development view these systems as instruments for supporting the exchange process of
conirol and co-ordination within an organisatien (see Ciborra, 1984, 1981). They have
not understood the actual functioning of information systems development within
organisations and the interactions between such orpanisations and socio- cultural,
economic and political context of the soclety (Gunatunge, 1998). These mechanistic
and burcaucratic approaches originated systems development frameworks through
"aéademic assumnptions" but not throuph “real” social controversies (see Tinker &

Yuthas, 1994).
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Habermas eriticised the accepted knowledge of science and its justification for what is
being "truth”. For Habermas, the prineiple tenant of scicnee is the accepted view of the
world and it is bascd on the reductionism, the logic of control and prediction based on
the empirical facts. In this way science establishes its grounds on knowledge generation
and the purpose of which is to formulate truth about the natura! world {Scheffler, 1967,
p- 8). Hahermas (1979), observing the way that science secks to establish rationality
.;i‘ld truth of knowledge, suggests that scicnee legitimates official intervention by
introducing neutrality into political action. The positivist form of inquiry dominates
reasening in practical questions and thus reduces the intentional human actions of

subjective actors to technocratic reasoning (Habermas, 1979},

Habermas {(1987b, 1987c, 1984) suggests that the technical approach, emphasising
instrumental action, is too narrow and not sufficient for the helpful intervention of
social situations, thus tending to create rigid and inflexible systems which are iil suited
to the need of adapting to changing circumstances (Walsham, 1993). The rationality
inherept in this approach is guided by the purposive-rational or instrumental and

strategic action (Klein & Hirschheim, 1991; Habermas, 1987b, 1987c, 1984, 1979),

_The' instrumental rationality of information systems methodologies tends to ignore
. conflict situations and social debaie on the ambiguous goals of systems development
) activities, beecause most information reguirement analysis methods have an inherent
bias to preserve the status quo. This is a beneficial outcome for those who already
possess power (Robey & Markus, 1984), Moreover, the assumption is that any conflicts
are solved through the use of managerial power (Newman & Noble, 1990; Lyytien &

Klein, 1985, p. 227). Much of the rescarch that takes a positivist view about
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information systems development and practice, reflects a techno-scientific and

economic ratiemality of organisational processes and social issues (Walsham, 1993},

Informction systems have been overly dominated by technological and technical
consideration at the expense of recognition of the human context in which information
systems are used (Mingers, 1994). The most commonplace rationality is that of an
objective reality of the world that exhibits cause and effect relationships, which can be
discussed by structured cbjectives (Lyytinen & Klein, 1985). Kraemer and King

{1990} state that:

Supply-push view of technical development, coupled with a rational
economic interpretation of managerial behavieur has dominated in
management information systems research, These explanatory
perspectives have considerable power, and have yielded useful results,
However, they do not explain the variance observed in the patterns and -,
process of adoption and routinization of information technology in &
various tasks, or the differences in successful use of the technology
across organisations (pp. 582-3).
Historically, the development of technology and organisation alike has reflected the
increasing pervasiveness of objective forms of knowlcdge, as part of the Enlightenment
of the rationalisation of society, The fundamental principle in a modern Western socicty
is the belicf that the human condition can be improved by reason alone {Touraine,
- 1995), Technology has long provided a model for the pursuit of abjectively efficient
forms of organisation (Cosbett, 1992, p. 18). The key issue is the extent to which this
growth of technical expertise and use of computer-based technologies leads ta =
rationale which places too much cmphasis on technocratic modes of organisational
control (Habermas, 1979). For cxample, the “term office automation” is commonly

used to describe the process of intreducing computers and computer based information

systems inte offices. However, the current success of such automation is limited. A
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detailed understanding of social and organisational context is now widely recopnised as
essentinl companion to the technical view of the organisational dynamics (Hirscliheim,
1985), The solutions to problems in organizations' information systems often have far-

reaching consequences within organisations and society (Probert, 1997, p. 23).

Lyytinen (1937, 1985} criticises the exclusive use of scientism that focuses on laws
based on natura! science and the application of engincering and technical knowledge to
designing social systems problems such as information systems. Lyytinen (1987, 1985)
arpues that in order to obtain a better understanding of the context of information
systems, a move away from the technical view of information systems and a rational
decision-making view of the organisation is essential. This is because successful use of
the approach itself depends on a broader tacit understanding of the worldviews of

participants in the development process {(Introna & Whitley, 1997, p. 31).

The strict application of & natural science model to information systems tends 1o ignore
the human dimension suci as ‘lifeworlds’ and social contexts within which
commllm-;cative interaction functions (Ngwenyama & Lee, 1997, p. 5). Habermas
{1979) argues that the exercise of power in this process can prevent the open and free
discussion necessary for the success of human relationships. Thetefore, the emphasis
" in decision-making sbout how to manage and organise human and material resources

would benefit from broadening the focus from: that usually employed positivist

approach in information systems rescarch (Alvesson & Willmott, 1992a, p. 437).

A broad social process allow researchers and practitioners to anticipate, explain, and

evaluate different cxpericnces and consequences following the introduction of new
I
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technologics, such as new information systems, in ¢rganisations (Orlikewski, 1993, p.

26).

Despite the growing impartance of the nature of information systems development as a
social activity, few have attempied to define them in explicit terms (Clegg, Warr,
Green, Monk, Allison & Lansdale, 1989; Eason, 1988). Even those whe have altempted
to define them expiicitly did not properly addressed them in the information systems
development process (Hormby et al.,, 1992; Clegg et al.,, 198%; Eason; 1988), The
systems development within a complex, intertwined set of social and political
interactions has been generally ignored (Myers, 1994, p. 188; Kiein & Hirschheim,
1991, p. 138).
j

UKAIS (1995, p. '3) a:gucs that "t..h.c: study of information systems and their
development is a8 multidisciplinary subject which addresses the range of strategic,
managerial and operational activitics involved in the pathering, processing, storing,
distribution and use of information and its asst;ﬁiated technologies hoth in the society
and the organisation. For Keen (1937), the mission of information systems research is
to study “the effective design, delivery, use, and impact of information technologies in
organisations and scciety”. However, there is only a few research studies which address

the social, organisational, political and cconomic contexts, processes and their

" interaction and implications for systems development as a process of shared leaming

{see Torvinen & Jalonen, 2000, Beynon-Davies, 1994; Newman & Noble, 1990),

The neglizence of social and erganisational context contributed to the following:

1. Systems failures, undesirable results and the sbandonment of information systems

development activities (sce Williams & Gunatunge, 2000a, 2000b, 199%4;
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Lyylinca & Robey, 1999; Lehaney, Clurke, Kimberlee & Mutthews, 1999; Ahn &
Skudlark, 1997; Hayes, 1996; Myers, 1994; Ewusi-Mensah & Przasnyski, 1994,
1991; Homsby et al,, 1992; Lyytinen ¢t al,, 1991; Kelin & Hirschheim, 1991; Clegg
.eT. al., 1989);

2. Poor performance of systems (Poulymenakoe & Holmes, 1696)

3. Difficulties in implementation of information systems in real world situations
following institutional forces which inhibit dramatic changes in existing work
habits (Olesen & Myers, 1999, p. 331)

4. Lack of acceptance by the organisation's management and/er employees {Headrick

. & Morgan, 1999, p, 20)

5. User dissatisfaction, stress, quality of work life and other work-related outcomes

significant to the productivity and efficiency of operations (Ryker & Nath, 1993;
Robey & Azevedo, 1994; Kidwell & Bennett, 1954; Keen, 1991; Nelson, 1990;
Newman, 1988; Markus & Robey, 1983; Alter, 1980; Bjom-Anderson & Hedberg,
1978). For ex.'imple, these researchers delineate the fact that the information systems
development process is socially bound so that erganisational performance are not only
a consequences of technical validity of the systems but are also an outcome of social
and orpanisational interactions with the systems (Joshi & Laver, 1998; Markus &.

Robey, 1983).

Hirschheim et al. {1996) argue that the changes associated with systems developments
are emergent, historically contingent, socially situated and politically embedded. The

design and use of information technologies in organisations is essentially entrenched in

-gocial contexts, marked by time, locale politics, and culture (Hirschheim et al., 1996,

Orlikwski & Baroudi, 1991; Hirschheim & Klein, 1989). Hence the basic assumptions

about the rationality of the participants and the social process they enguge in need to be
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critically appraised (Hirschheim & Newman, 1991, p. 29). This is not to say that there
is no place for technical rationality in infarmation systems development. For example,
Fitzgerald (1996, p. 5) identified a numbcer of arguments for formalised information
systems development methodologies. Avison et ab.(1998, p. 125} argue that the
technical desire to reduce the complexity and uncertainty of information systems
development is understandable, however, there is a danger that the information systems
re&ié_llircmcnts of the organisation are displaced by the information systems development
meﬁgd as the focus of attention (ibid, p. 125). In such situations, practitioners can
avoid makmga real engagement with the problem (Wastell, 1996, p. 34).
The idea of information systems development as a social activity within organisations
. requires a reconstriction of the knowledge that provides a social re-conceptualisation
of information systems. Therefore the theories, methodologies and techniques of
systems development need to be changed threugh this re-conceptualisation (Introna,
1996, p. 20). These changes gives practical form to what Mumford refers to as the
philosophy of humanism, by providing employees with an oppoertunity to influence

the work systems that surround them (1997, p. 309).

2.4 Interpretative Approach-Underiying Assumptions in Information Systems

_ Development and Practice

The interpretative approach asserts that the positivist approach éénerally attempts to
incrense the predictive understanding of human behaviour through testiag theories in a
hypothetical-deductive manner, conceiving the world as a fixed construct by which to
make scnse of reality, Positivist approaches altempt to apprehend, characterise, and

measure organisations, groups, and social systems in some cbjective way to discover an
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objective reality lurgely independent of human subjectivity. Interpretivist rescarchers
reject this objective or factual interpretation of events and situations (Klein & Mycrs,
199%; Lee, Lichenau & DeGross, 1997; King, 1997; King, 1996; Orlikowski & Baroudi,

991, p. 5; Hirschheim & Klein, 1989, p. 1205).

In contrast to the positivist views, the interpretative approach attempts to understand
human behaviour through social constructions such as language, consciousness and
shared meaning from the participants who assign meaning to phenomena (Myers, 1997
King, 1997; Dectz, 1696; Boland, 1991, 1985; Crlikowski & Baroudi, 1991). According
to Klein & Myers {1999, p. 69) “. . . our knowledge of reality is gained only through
social constructions such as language, consciousness, shared meanings, documents,

tools and other artefacts”. Interpretative research does not generally predefine

dependent and independent variables in a tight research design, but tends to focus on the

cémplexity of human sense-making as the situation emerges {Kaplan and Maxwell,
1994). This view of interpretative approach to study social phenomena is consistent
with many researchers (see Walsham, 1.995,1993, 1991; Lee, 1991; Boland, 1991;
Chua, 1986; Lincln & Guba, 1985; Burrell & Morgan, 1979; Berger & Luckman, 1967).
For Burreil and Morgan (1979}, interpretativism secks an explanation within the realm
of individual consciousness and subjectivity. Within this frame of reference “social
roles and institutions exist as an expressien of the meanings which men attach to their

world"” (Silverman, 1970).

;The interpretative approach explicitly recognises the subject matter of inquiry, the

“lifeworlds’ contexts. The social phenomenon is examined in a natural setting to
discover o mutual understanding among participants in human interaction and action

(Ngwenyama & Lee, 1997, p. 6). Practitioncrs can usually better relate to interpretative
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research as the rescarch is close to practice, involves actual case studies, involves real
people in real situations, and is undertaken in resl world settings (Klein & Myers,
1999), A collection of information systems research conducted using interpretative

approach can be found in Myers (1997).

The interpretative approach is often aimed at understanding the inter-subjective
meaning embedded in social life to explain human behaviour and takes into
consideration the everyday language of human communication {Gibbons, 1987, p.3). it
is assumned that reality should be understood from the perspective of the participants
who make sense of situations and that social reality is interpreted by the researcher why
examines it. The interpretative approach asserts that human knowledge of reulity,
inciuding the domain of human action is a social construction by hurman actors and that
this applies equally to researchers {Walsham, 1993, p. 5). Consequently the social
reality is conceived as an emergent social process, as an exiension of human

consciousness and subjective experience (Burre'! & Morgan, 1979, p. 253).

2.4.1 Ontological Assumptions

The entological position adopted by the interpretative tradition of research is based on
the premise that reality is a subjective construction of the mind. Interpretivism is linked
with the idea that as socially transmitted concepts and namcs direct how reality is

perceived and structured, reality therefore varies with different languages and cultures.

The question posed is “what is objective reality when experience is necessarily
subjective, being apprehended through the observer’s mind? (Chua, 1986) The actor

“intrinsirally endows human actions with subjective meaning and, always intentional,
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aetions cannot be understood without reference to their meaning and intention that are
grounded in social and historical praclice" (ibid, p. 613). Interpretative approach
focuses on the idea of participants as intelligent human beings who create and recreate
their reality through their interpretalien and interactions of symbelie action in the
process of reality construction (Mingers, 1984, p. 85; Morgan, 1983, p. 396). Humans
reinforce this social reality through their action and interaction (Orlikowski & Baroud,
1991, p. 14}, Research in this tradition coneentrate on the study of ways in which social
reality is meaningfully constructed quo (Klein & Myers, 1999; Burrell & Morgan, 1979,
p. 254).

2.4.2 Epistemological Assumptions

Imterpretative approaches generally operate from an epistemology that understanding of * T

social processes involves getting inside the wotld of those involved it. 'fhe approach
asserts that there is a relationship between everyday social practice and the cvery day
language in which social practice are embedded. Therefore, understanding of social
reality requires an understanding of how practice and meanings are formed and
informed by the language and tacit norms shared by humans working towards some

shared goals (Klein & Myers, 199¢; Orlikowski & Baroudi, 1991, p. 14),

Research methods such as in-depth field studies (case studics, ethnozraphic studies, and
Farticipant observation) are used to generate knowledge. The researcher takes an
actively involved role in the research process to derive meanings of human actions and

human interaction to understand the social reality (Walsham, 1995).
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The interprelative approach recognises the yuestions of value-judgements in the procuss
of hﬁman communication and that value question becomes implicated in the process of
inquiry (Ngwenyama & Lec, 1997). The rescarcher begins with understanding
assumptions, belicfs, valucs, and interests, which shape the process of investigation, The
researcher's assumptions and values are gencrally thought to be deeply invelved in the

research phenomenaon {Orlikowski & Baroudi, 1991).

Interpretative knowledge can be used lo reveal to peaple what they and others are doing

when they act and speak as they do (Fay, 1987, p. 88). By highlighting the sy'mbulic\
structures and taken-for-granted themes that pattern the world in distinct ways,
interpretative research aims to enrich participants' understanding of the meanings of
their zctions, thus increasing the possibility of mutual communication and influence

(Chua, 1986, p. 615).

2.4.3 Problems of Interpretative Approach

Several authors pointed out the limitations of an interpretative approach whilst studying
information systems dewvelopment and information system usc in organisations (see
Probert, 1997; Ngwenyama & Lee, 1997; Orlikowski & Baroudi, 1991, Hirschheim &
Klein, 1989; Gibbons, 1987; Fay, 1987; Chua, 1986, Minger, 1983; Butrell & Morgan,
1979; Giddens, 1979; MaCarthy, 1978). For ¢cxample, MacCarthy (1978) suppests that
the interpretative agenda is as suspect as the natural science approach because i, too,
employs a monological form of reasening of phenomena, which may exclude certain
topics of discourse. The subjective approaches are especially vulnerable to bias implicit
in the culturally conditioned perspective of the rescarch (Steffy & Grimes, 1986, p.

323).
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Habecrmas (1979) contends that the interpretative approach seeks to understand
organisational laws through some form of "pure subjectivity”, free from cognitive or
motivating interests, The interpretative approach is unable to evaluate critically the
forms of life which s/he observes and is therefore unable to analyse forms of false
consciousness and domination that prevent the actors from knowing their true interest
{Habermas, 1979). Moreover, it fails to be an "inquiry of change" (Habermas, 1979,
McCarthy, 1978). For example, in the interpretative approach, the systems analyst
reproduces a causal reflection of his internal perceptions of his own will rather than
critically understanding the situations being studied (Probert, 1997, p. 48). In this
sense, the interpretative approach resembles a natural science approach (Steffy &
Grimes, 1986, p. 325}. Thus, both natural science and interpretative approaches assume

some domipant form of veasoning (Dallmayer & McCarthy, 1977).

The interpretative approach can easily ignore political activities and interests attempt to
destruct a balance between individual and @I]cclive interest (Hirschheim & Klein,
1989, p. 1206). For example, interpretative research generally avoids conflicts in goals
and attempts {0 achieve consensus among participants in the process of information
systems development {Hirschheim & Klein, 1994). Such an attempt is considered as a
"naive consensus” because the process docs not ook at how human understanding is

distorted through false consensus, manipulation, and demination (Habermas, 1984),

The information systems development process within interpretative approaches is
uncritical in that certain groups such as management, can manipulate and distort the

communication to reslise hidden objectives. Distortions in information systems
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development can arise from biases and the limils of [anguage use because "our implicit

belicfs and assumptions cannot all be made explicit” (Winograd & Flores, 1986, p, 32).

Interpretivists generally fail to supgpest what to do or how to improve malters in
practice. Consequently, mutual understanding in the interpretative research tradition
“ does not usually lead to improvements in social problems (Gunatunge, 1990). For
example, interpretative approach generally fails to recognise the limitations and barriers

to the improvement of the quality of the human conditions.

Pay (1987, p. 92) recognises four weaknesses in the interpretative research tradition.

1. It does not examine external conditions, which gives rise to certain meanings and
experiences

2. It fails to explain unintended conscquence of human action, such as action which
reinforces the actions, roles, beliefs, and relative power of members of a group in
order to sustain the structure and practice of that group as a whele over time
(Giddens, 1979)

3. The interpretative approach does not usually address the structural conflicts that
exist within society and organisations, thereby often ignoring endemic issues
related to social systems (Alvesson & Willmott, 1992a)

4. Tt neglects to explain historical change such as how a particular social order came to

be, what it is and how might vary over time. Thus, an interpretative approach can casily

overlook the possible structures of conflicts within a society, and the symbolic
structures that would generate change through the symbolic interaction of participants

{(Fay, 1987, p. 96).
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2.5 Critieal Theory Approach-Underlylng Assumptions in Information Systems

Development and Practice

In contrast to both positivist and interpretative approaches, the critical social theory
perspective attempts to understand social contradictions and conflicts inherent in
existing social structures of organisation and socicty through self-reflection in the hope
of human emancipation {Alvesson & Willmott, 19924, p. 434; Orlikowski & Baroudi,
1991, p. 19). It assumes a non-objectivist understanding of ontology and epistemology
{Burrell & Morgan, 1979), Critical social theory asscrts that established systems of
domination, which alienate people from self-realisation, restrict human potentiality
(Chua, 15986, p. 619). It takes into account the human construction of secial forms of
life and the possibility of their recreation in a historical context (Ngwenyama & Lee,
1997, p. 5; Ngwenyama, Truex & Davis, 1997, p. 2; Npwenyama, 1991, p. 268). It
aims o lay the foundation for explorations in an interdisciplinary rescarch context of
questions concerning the conditions which make possible the reproduction and
transformation of society, the meaning of culture, and the relation between the

individual, seciety and culture {(Held, 1980, p. 16).

Research using this perspective to social science phenomenon contains both an
empirical-analytic and interpretative component, however cach is placed within a
reflective system of cpistemic inquiry (Steffy & Grimes, 1986, p. 325). Neither
approach adequately analyses the actuality of information Systems practice (Probert,
1997, p. 48). For examplz, referring to information systems research, Ngwenyama and
Lee (1997, p. 7) identify four perspectives, differing from the positivist approach that in

critical social theory is:
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1. Sensitive to the ‘lifoworlds® of the organisational participants and is oriented 1o
interpreting and mapping the meanings of their actions from their persprctives

2. Adopts pluralistic methods of inquiry such as participation, observation, and the
analysis of contextual data

3, Does not separate the subjects of inquiry from the organisational context within
which they are situated

4. Recognises that the orpanisational context is nol only irﬁponant to meaning

construction, but to social reality as well. Moreover, unlike the interpretative research

approach, researchers in critical social theory endeavours to emancipate organisational

participants from false or unwarranted beliefs, assumptions, and constrainis in addition

to the research quest for mutual understanding (ibid, p. 7).

Critical theory aims both to critique ideology in social theory and method, such as the
identity of scientism and to develop an crganisation science capable of changing
organisational processes through dialectical approach (Adomo, 1973) or
communicative interaction (Habermas, 1987b, 1984). lts main tasks are to bring to
light the restrictive and alicnating conditions of the status quo and to hielp to eliminate
the causes of alienation and domination (Myers, 1997, p. 5). It cxplicitly states its
purpose is to minimise the "objectification of organisational actors" life through
restrictive conditions (Habermas, 1987b). Critical social theory focuses on the
liberation of people from unneeessarily restrictive conditions, ideologies, assumptions,
power relations and identity formation that inhibit or distort opportunities for
/a“/tm:mmy, or clarification of genuine needs and wants. It hopes to contribute to greater
and lasting satisfaction (see Fay, 1987; Habermas, 1987b, 1984; Held, 1980; Marcuse,

1964).
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1.5.1 Ontological Assumptions

Ontologically, eriticul social theory asseris that social reality is historically situated and

that reality is produced and reproduced by people through their interaction (Myers,
1997, p. 4), Unlike the positivist approach, critical theory does not assume that social

relations are stable and orderly but are urdergoing constant change (Habermas, 1987b).

Human actors are not seen to be restricted to exist in a particular state and thus their
being and their object world {material cnviromment) are not exhausted by their
immediate circumnstances (Held, 1980, p. 234). Instead, human participants have inner
potentialities which are alienated through various forms of restrictive mechanisms such
as social, economic, and political domination (Chua, 1986). Therefore, the material
environment can only be understood through a study of their historical development

and change within the totality of relations (Orlikowski & Baroudi, 1991).

Critical iheorists understand cmpirical reality as characterised by objective, real
relations, which are transformed and repreduced throuph subjective interpretation of
human participants {Burrell & Morgan, 1979, p. 298). Human intention and rationality
is critically analysed because of a commitment to understand in false consciousness and
ideology. Critical theory assumes that fundamental oppesition, conflicts, and
contradictions are endemic to contemporary society. These conflicts arise "because of
injustice and ideology in the social, economic, and political domination, which obscure

the creative dimension in people" (Chua, 1986, p. 622), \
i
Y
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2.5.2 Epistemologicil Assumptions

Epistemologically, crilical theorists penerally nssume that knowledge is inter-
subjectively shared and context bound and that knowledge is grounded in social and
historical practice (Orlikowski & Baroudi, 1991, p. 20; Chua, 1986, p, 620}. The belief
that the knowledge and social reality is grounded in social end histerical contexts,
histerical, cthnographic research and in-depth case studies are more commonly used to
identify the social reality. In this way, knowledge about social reality is obiained and
anaiyseﬂ critically through the particular theoretical framework adopted by researchers
to.conduct their werk (QOrlikowski & Baroudi, 1991, p. 21). For example, researcher
needs to critically examine how power structures and knowledge interests are affected

by information technology (Ngwenyama et al., 1997, p. 2).

In critical social theory, theory has a critical imperative in that the identification and
“removal of dominatien and negative ideological practice is highlighted in existing
social orders of societies and organisations (Chua, 1986, p. 622). Ngwenyama et al.

(1997) states that:

Critical theorists seek to improve human conditions and they should not
limit themselves to critiquing the ideology behind certain styles of
information systems research. Rather, they nited to become invelved with
real life situations where power is manifested, for example, issues of
power may be observed in situations of information systems development
aor information use. (p. 1}

Four basic assumptions of eritical social theory are generally recognised,
1. It s assumed that people can change their world and that organisational participants

and/or researchers have the capacity to transform organisational situations
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. 2. All social knowledge is value laden, and all scientific knowledge s a social

. constraclion

3. Reason and critique are inseparable and are reflective in practice.
4. "Theory and practice must be interconnected (Ngwé;yama, 1991).
W,

Habermas (1973} differentiates hctwlgen the usc of eritical theories to lmtlatc a Process
of self-refiection ameong human participants, as compared to the actual sclection of
appropriate political action. His eritical social theory, the theory of communicative
action, can be fruitfully used 10 elucidate social phenomena in practice through eritical
reflection. Habermas (1973) asserts that the critical researchers can be responsible for
initiating a proccs!.I of self-reflection but that only participants in the corm_:_wnity can

| i
carry out the necessary political action o change the existing structures (Chua, 1986;

McCarthy, 1978).
The follswing section outlincs information systems development research conducted
using Habermas's approach. In order to avoid the duplication of work, section 7.3 in

W

chapter seven provides critical reflection on preblems and limitations of applying

Habermas’s critical social theory to systems development in organisations.

\;I\
it

253 Haberji;lzas’,s Critical Social Theory in Information Systems Development

The application of Habermas' critical theory to information systems development in
organisations is beceming increasingly popular. For example, Williams and Gunatunge
{2000a, 2000b, 1999a), Gunatunpe and Williams (2000). Myers and Young (1997},
Ngw::nymna et al. (1997), Hirschheim et al. {1996), Kelin and Hirschheim (1996),

Hirschheim ct al, (1995}, Hirschheim and Klein (1994}, Truex (1993), Lyylinen\“(\i 992,
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1986}, Hifschhcim and Newman (1991), Lyytinen, Klein and Hirschheim 11991),
Ngwenyama, (1991), Lyytinen ¢t al. (1991), Hirschheim and Klein {1989), L;ytincn
and Hirschheim {1988), Klein and Hirschheim (1987}, Lyytinen and Klein (1985),
widely discuss the use of Habermas's eritical social theory perspectives in information

systems development, and their {mplicatiens to organisational life.

Several authors (Lee, 199;0; Ehn, 1988; Ngvenyama, 1987, Lyytinen & Klein, 1985)
use Habermas's critica! socisl theory in discussing and evaluating the positivist research
perspective. Most of this work emphasises that the practical inferest in mumi{
understanding is necessary if one wants to grasp how organisational agents actually use
information systems in making sense of their environment (Boland, 1980). Until
recently, there has been Jittle discussion on work place sutonomy and the empowerment

of the employee in information systems development Lyytinen, 1992).

Lyytinen and Klein {1985) use eritical theory to take into account the ‘lifeworld’ and }

the social context in which information systems development and practice is situated in
organisations. These authors assert that mose information systems ﬁ::;cus on the
technical aspects of systems design, seeing the outcome of the desipn 1;.-;3rely as the
delivery of a technicazl system without conlsidera\iuns of necessary orézmisational
change. It would thercfore be said that most information systems development and
practice come under a model of purposive rationality in Weber's (1978, pp. 24-6) sense.
Most of the information systems research follows scientific rescarch, which teads to
ipnore the social context of infaormation systems development because these approaches

are based on purposive-rational actions (Habermas, 19875, 1987¢, 1984),
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Lyytinen and Klein (1985} contend that the namow technical upprloach is aimxd at
increasing cfficiency and cifectiveness, at the expense of general human concems to
[ mcctithe vested interest of certain groups in power. From a narrow technical approach,
"information systems become part of the rational-technical approsch to our society,

which is derived from the ideology of scientism {(McCarthy, 1978, Habermas, 1973}

Therefore, it is necessary and important to look at information systems as means of

i:ereasing human understanding by foster criticism and reflection and as means 1o free

ia.eoplc from undesirable constrairss, distorted communication, misapplied power, and
repressive domination (Lyytinen & Klein, 1985, p. 219).

Critical social theorists contend that for participants to come into a shared
understanding should base rationality en communicative interaction, through the “force
of better argument”. Moreover, human ‘lifeworlds’ influence the forms of
communicative rationality in the information systems development process
(Ngwenyama et al., 1997, p. 2). Such an approach tries to reflect and critically &xamine
the conditions and scope of our practical "tacit" knowledge of how to engage in
organisational conversations and constitute our social world (Dietz & Lyytinen, 1998,
p. 2). It emphasises what people do while communicating, how they create common
reality by means of language and how communication brings about the co-ordination of

their activitics (Reijswoud ct al., 1999, p. 118; Kelin & Hirschheim, 1991, p. 166')‘.'.']-I

Central to communicative rationality (IKlein & Hirschheim, 1991, p. 166) is niutual

understanding and consensus formation in the form of symbolic interaction.
Information systems form constitutive elements in organisations] conversations in
which actors establish shared social worlds (Thompson, 1982, p. 123) and represent

themsclves to others and themselves (Dictz. & Lyytinen, 1998, p.2),
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The communicative process is one in which any knowledge claim of partivipants is
epen to challenge (Spaul, 1997, p. 83). In this reflective inquiry, participants achicve a
therapeutic self-understanding which alse contdbutes 1o improving knowledge, fecling,

and practice (Lyytinen & Klein, 1983, pp. 229-30).

"
i

§
Hirschheim.z.md Keﬂn (1__989) discuss four roles of the information systems analyst as
systems expert, facilit_z_;'.;:r, labour partisan, and emancipator. The first of these relates 1o
the purely tcchnicaif role of the systems analyst in developing systems 1o agreed
specifications. The second rele of the analyst as facilitator is an approach which would
be natural when using methodologies such as effective technique and human

implementation of computer systems (ETHICS) and consensual versions of soft

systems based methodologies (for example, Checkland, 1981).

From this perspective, Hirschheim and Kelin (1989) assert that any system that then
meets with the approval of the affected parties is legitimate. In the third role, the
systems developer acts as an advocate of labour to redress the balance of power
between management and Jabour. This third role can be argued as a morally superior
course of action. The need for a labour partisan aspect of analyst's role is explained in

some of the information literature (Newman & Noble 1990; Robey & Markus, 1984),

The final rofe of the analyst is that of emancipator. In the role of emanicpator, the
analyst makes an effort to create conditions for free and open discussion that lead to
shared understanding. This discussions must include a critical examination of cxisti;é
barriers to cmarncipation such as suthority and illegitimate power, peer opinion
pressure, social differentiation, and the bias and limitation of language use (Hirschheim

& Kelin, 1989, p, 1208).
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Lyytinen et al, (1991) arguc for a social aclion perspective to understand office
information systems development. These avthors suggest that most of the existing
office information systems and development methodologics assumne that sysiem
development is a sequeree of instrumental actions to achicve predefined ends. Thus,
they propose that "office information systems should be analysed as social action
systems, the behaviour of which is strongly affected by social determined forces and
constraints such as the behaviour-channelling influences of authority, norms, customs,
habits and precedence” {p. 56).

Hirschheim ¢(1985) desires to see information technology adopted in the office, with a
focus on a plurality of benefits demenstrating social and ethical responsibility.
Hirschheim contends that en authentic consensus can be achieved in its proper use and
objectives if a participatorili(__gpprnach is used during design and implementation of

information systems,

Lyytinen ct al. (1991) analyse office information systems referring to Habermas's
classification as social actions of instrumental, stategic, communicative, and
discursive, in the context of technology, language and organisation. Further, these
authors propose that, in order to be successful, office information systems must handle
the informal natre of office activities, which include conversations, friendly and
adversarial social relationships, spontaneous interaction, and organisational culture
which embraces myths and rituals in a distortion free environment. Lyytinen et al.
(1991) assert that the informal nature of office activities result "spontaneous social

interaction that contributes to creativity and leaming”(p. 42). These authors argue that,
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by adopting the social uction perspective of Habermas, a better understanding of hoth

the office and office information systems development is pussible.

Klein and Hirschheim {1987) cal) for the explicit use of emancipatery research that
focuses on human well being and emancipation in infermation systems development
and use in organisations. Hirschheim and Klein (1994} arguc for a plurality of rational
arpuments in the information systems development process suppesting that traditional
information systems development practices are too functionalist concentraling merely
producing designed systems (sce Burrell & Morgan, 1979) for their theorelical basis

{Hirschheim & Klein, 198%, pp. 1203-4),

Hirschheim and Klein (1989) suggest that relying solely functionalism form positivist
perspectives promote the ideals of cfficiency and effectiveness in informalion systems
development. [r"rmation sysiems development comes to be seen as instrumental

reasoning of human behaviour making organisational life overly rationalistic,

Rationalism leads to merely choosing the best instrumental means as the primary
emphasis for achieving given ends. Information systems development approach follows
the rules of scientific method, which idcologically attempts to improve a technical
solution on complex human problems (pp. 1203-4). Morcover, the systems analyst
adopts inappropriate value neutrality with regard to goals. The design system becomes
one of concealed vse of power in the development process by certain groups to realise
their often concealed objectives, particutarly narrow economic objectives at the expense
of other pericipants (Myers & Young, 1997). In contrast o the functionalist approach,

nechumanistic appreach takes into consideration human values, norms, and perceptions
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of all the participants in a frec aml open discussion that leads to shared understanding

(Hirschheim & Klein, 1994, 1989; Burrell & Morgan, 1979),

Consistent with these arpuments, variovs methodologies have been proposed in systems
design. For cxample, Flood and Jackson (1991) identified the “critical sysiems
heuristic” as a means of cpening up and making transparent the manner in which
systems proclitioners frame apd manage problems in social systems design. In
information systems development methedologies such as instituticnal democracy
design (Hirsehheim et al., 1996), consensual communication development (Hirschheim
& Newman, 1991), rational argument design {K.lein & Hirschheim, 1996; Hirschheim
& Klein, 1994}, and paﬁicipatory_-;pproach (Hirschheim and Klein, 1989; Hirschheim,

1985) have been proposed.

Fundamental to all these rgéthodolcgics is that their focus on reducing barriers to
emancipéticn such as distml'ted communication, power and psychological compuisions
andd social constraints. They also deal with change and emancipation of human
potential. These methodologies stress the role that different social and organisational
forces play in understanding change through the effective development of information

systems in organisations {Wilson, 1997, p. 103).

2.6 Conclusion

In this chapler, { present research accounts of the three approaches to studying
information systems development and practice in orpanisations. The positivist approach
is premised on the assumption of objective warldviews to design information systems

for controlling human behaviour through instrumental and strategic actions in the
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development process. The social conlext, within which information systems
development functions, is often ignored. The interprelative approach is based on
subjectivist understanding of human behaviour in organisations. This approach

recognises the ‘lifeworlds” context in information systems development and practice.

v

“The interpretative approach is mimed to reaching mutual understanding among

participants in an inter-subjectively shared worldview of participants. However, the
approach lacks critical bite. Finally, the chapter discussed the ontological and the
epistemological positions adopted in critical social theory approach to information

systems development and practice.

Critical social theory approaches attempt to understand social contradictions and
conflicts inherent in cxisting social structures of erganisation and society by including
self-reflection  while taking non-objectivist understanding of ontology and
epistemology. Human construction of social reality of human life and the possibility of
iheir recreation in a historical context arc taken into consideration. A further account of
critical social theory and Habermas's theory of communicative action is presented in

chapter three.
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CHAPTER THREE
CRITICAL SOCIAL THORY-THEORETICAL FRAMEWORK

3.0 Introduction

The chapter describes the theoretical framework used in this research. The chapter
begins with an general exposition of critical social theory perspective in referring to the
work of the members of Frankfurt School of social rescarch. Sceendly, is an explanation
of the major theorctical underpinning expounded by Jurgen Habermas in his theory of
communicative action. He describes the major themes of ‘lifeworlds’ and systems,
colenisation of lifeworlds, human cognitive interests, human conscious rationalities,
buman actions, universal validity claims of speech acts, ideal speech situation,
breakdown of communication, and rational society through communicative interaction.

A final concluding chapter ties these theories anad cencepts together as whole,

3.1 Critical Social Theory

Critical social theory refers to the work of members of the Frankfurt school of social
research. The most prominent figures in this tradition are Max Horkheimer (1895-
1973), Theodor Adomo {1903-1969), Erich Fromm (1900-1980), Herbert Marcuse
(1898-1979) and currently Jurgen Habermas (1929-) (see Held, 1980}, Their concerns
have been to better understand and provide meaning for human conditions taking
different positions to mainstream traditional social theorists, whose ideas are, especially
these based on positivism. Habermas convincingly argues that positivism is not, as it
claims, the one and only non-biascd application of cognitive mental Sunctions to the

knowledge and contro} of nature in order to obtain human betterment and progress
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(Habermas, 1987c). The critical social theory focuses on understanding human social
actions within a broad social context extending observation into a reflective vicwing of
unwarranted and inequitable conditions of social situations from which people su.k
mmumwuma&umwmmwmmm&smmm%mmmmm&Km{""

1989).

The adjective “critical” refers more to self-reflective examinution and an unmasking of
pretences rather than to that which is eritically important or to criticism as such
{Habermas, 1987¢, p. vii)). The concern of critical social theory has been to understand
and help better a twentieth century plagued by mass war, cruel totalitarianism,
technocratic exploitation, vast inequality and, now, ecological callapse. They have
provided powerful insights by advocating critical seif-examination, by constantly
unmasking unexamined pervasive ideclogies in capitalism and communism and, more
recently, especially in the work of Habermas, by evaluating the social importance and
foundation of everyday language. Fou cxamiple, it can be argued that the "free market”
is profoundly not free, "rational burcaucracy” has an instrumentally unbalanced
rationality, and "democracy" is not only parlial and fragmentary but increasingly
determined by technology and mass media (Pack, 1991, p. 174). They have worked
together from the 1930s to producc a visble alternative social theory to fascism,
authoritarian socialism and capitalism. Their shared concern has been to provide a new
way to use reason, a liberating reason, to promote equity, frecdom and an cutworking
of the good in human affairs. As such their social project is still basically within that of
the enlightenment project of crealing a betler society through the application of reason.
At the inaugural address of the opening of the Institule {or Social Rescarch,

Horkheimer {1937) outlined the goals of critical social theory as follows.
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The critical theory of sucicty on the contrary [1o the positivist views of

social science] has its objects men us the producers of their total

historical forms of life. The conditions of reality from which science

starls out, uppears 1o it not as given o be established and caleulated

purely on the basis of laws of probability. What is in each case piven,

depends not solely upon nature but also upen perception, the statement

of the problem znd the interpretalion of the answers are created from

human activity and the degree of its power {cited in Ngwenyama, 1991,

p. 268),
Following insights from Marx and Hegel, critical theory contends that the demination
of nature and people through scientific consciousness was at the heart of the intellectual
world of the enlightcnment (Held, 1980, pp. 151-2). They argued that the
enlightenment was assaciated with the various intellectual movements, which
contrivuteil 10 and informed political ferments, such as the French revelution, in
Europe, the late eighteenth century. In Dialectic of Enlightenment Adomo and
Horkheimer explored why the enlightenment project, with its scientific agenda, has
created "a new kind of barbarism" instead of "a truly human condition” (Adormno &
'. Horkheimer, 1992, p. xi}. They understand magic, Olympian Greek mythology, and
certain ways of understanding Judaco-Christian religion and clements of the

Reformation and the Renaissance, as early expressions of the unbalanced dominance of

instrumental rationality. o

This unbalanced instrumcntal’ rationality became a sirategic rationglity lefiii_ing to
coercion and social manipulation for ulterior purposes of certain dominant persons or
classes. :".?I\lthough initially liberating froms superstition and repression, the seeds of
totalitari;nism and repressive orthedoxy were located within this instrumental

rationality and universal teclinocratic consciousness which came to dominate an

increasing number of areas of everyday life.
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A common tenet of critical social thought has been that the values associnted with

instrumental rationality have increasingly and destructively deminated business,

-industry, government and education in modemnity (Apger, 1991; Held, 1980} Adorno

characteristically illuminates the kernel of instrumental rationslity in his famous essay,
"Education after Auschwitz”; “First, men become the kind of persons who make
themselves in some degrec the same as a thing. Then, if it is possible, they make others

into things, too” (cited in Young, 1989, p. 60).

Hotkheimer and Adorno (1972) related instrumental rationality to alt forms of

- positivism and even empiricism, which they claim simply accept the societal status

quo, There is no critical self-reflection in this acceptance which serves and endorses the
radically diseased instrumental doraination of modemity. Civilisation has thus been
threatened by the cancerous growth of a technology driven by the instrumental
rationality of the empirical sciences with declining discourse on humnan values. Adorne
spoke of the rise of instrumental, or "means-end", rationality as a part of standardised,
opaque, and overpowering; social processes (Held, 1980, pp. 63-70). Marcuse likewise
asserts that; "Not only the application of technology but technolegy itself is domination
{of nature and man) - methodical, scientific, caleulated, calculating contrel” (Marcuse,

1969, p. 223).

Instrumental rationality abstracts persons from the world and from others, it blocks
them from teuly experiencing life to the extent to which it is adopied. Ziauddin

Sardar, speaking of Western domination of other culturcs, asserts that instrumental

reason: "unleashed ruthless violence, in the shape of instrumental science, capitalist

technologies, agribusiness and instrumental naticn-states, at {raditional socicties”

(1993).
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However, thert; is a common hope in the work of Horkheimer, cenainly Marcuse and
even Adorno, that there is a "possibility of a fully liberating reason” {Held, 1980, p.
157). Although reason has been used as a capitalist weapon of social contre! (Adorno &
Horkheimer, 1992}, the_r-_c-is a way open for the destructive domination of instrumental
rationality to be lerl:'l'pcrcd and even balanced by critical reason, Within this assertion,

Habermas's theory of communicative action {1987b, 1984) builds a fruitful theoretical

- foundation for empowering human communication ie cnable what he terms a "eounter-

factual reconstructed practical rationality." This is a type of balanced rationality, a fully
liberating reason, in which technical, cthical and emancipatory humaen interests are
appropriately balanced through a free interpretation (in unrestricted social interaction)

of situation under consideration (Pusey, 1987, p. 92).

3.2 Habermas's Theory of Communicative Action

A fruitful platform for thinking of information systems development practice in
organisations is provided by Jurgen Habermas's theory of communicative action
{1987D, 1984). Habermas's theoretical approach is derived from his theory of social
evolution. Habermas's critical theory is most.succinctly defined as an empirical
philosophy of social institutions (McCarthy, 1§78). As the leading contemporary
thinker in critical social theory (Held, 1980), Habermas :;rgucs that, with the growth of

industrial society in science, technelogy and rigid bureaucracy, reason itself is now

-+ used in a narrowly instrumental manner. Reason is no longer liberating, as it was during

the enlightenment when thinkers used reason to expose the oppression and debased

authoritarianism of the decadent European monarchics and institutional religions (Park,



&7

1991, p. 174} Reason, Habermas contends, is no longer used for discovery, or to
generate meaning or values, Rather, reason is used as 8 means of a new oppression and
authoritarianism with modemity characterised by positivist science and dominating
technocratic consciousness {1987¢). Thus it is untenable to suggest that facts and values
can be ripidly separated, as the case in positivist philosophy, and that science can be
apolitical and value-free-truth. The truth and knowledge are interwoven with political
context and can emerge only from freedom to dialogue and exchange ideas

{Abercrombie, Hill, & Turner, 1984, p. 87}

Habermas contends that only by using open, free and uninterrupted dialopue can valid
knowledge come about in a balanced rationality, which takes account of all areas of
human interest and action (Abercrambie et al., 1984, p. 99). In his recent work (1987,
1984), Habermas develops his notion of a liberating reason by giving fundamental
insights into the unconsciously understood ‘lifeworlds’ and inta the nature of an
undistorted communicative action (Dews, 1986, p. 151). The use of balanced reason in
human affairs can be freed from its overtones of complicity in positivist, technocratic,

bureaucratic, hegemenic domination.

*Habermes understanding was that positive and constructive change could only occur
through social movements. He asserts that the current major social problems lie in areas
of cultural reproduction, sociaiisation, and social integration conceming “the grammar

of forms of life" (Habermas, 1987h).

Hebermas provides a fruitful theoretical position for this discussion of the politico-
socio-cconomic and cultural context for information systems research within

modernity, He understands his task as developing foundational theory on which can be
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" based specific practice to help marginalised people free themselves from domination
(Held, 1980, p. 250) and in helping deal with social problems ‘such as "social

reproduction of socicty”.

The basic question that Habermas has grappled with has hl:cn.lhnw to undersiand
mademity (in pamcular the capitalist modernisation of c.cu::ml},') by drawing jointiy on
the resources of phllosnphy and the social sciences. Habermas is a rationalist in lhal his
project is to ground a balanced practice of reason in inter-subjectivity, notably app]ied

to truthfut communicmion. rather than in the individual subject. By balancing

instrumental rationality W'I...h intersubjective commumcalwe mleracncm, his project has

o
ibeen to provide a positive p]atform from whsch to apply socml lheory

Vi

Crucial. to critical thear" 18 reﬂcchon and self undcrstandmg Habermss commends

f "

self- reﬂe-::tmn as this "leads to ms:ght due 1.(\ e fact t.nat what has p{'ewous]y ;v

" unconscious is madc conscicus in a manoer nch in mnr:cqucnces L {19:.3 p ”3}
R b

¥
L

Hc for sees a situation in which a baldneed raumahty or hberatmg reason, can accury

-ln this, commumication is frec of domination; self-reflection and practical action

fmitmlly combing in democratic political awarcness and action; ﬂébple think and-actin

a balanced rational way to deter-iine the shape of théir own lives individually and in

cu"nmumk‘}' m ia fully inter-subjective way. Thus communicative achon that -

b
I

complcments msh'umental achon as people, groum and nations discourse ancl acthh a:

4
_ tua]anccr‘ rational approach through commumvatwc mtcractlon through action that is
T, .
genuine]y Ol:l__c_:_ntcd to reaching an undcrs__tgn@_mg (Pussey, 1987, p. 120}
Habermas's theory attem hts to resurrect a major theme of the enlightenment - that of

* providing a potentizlly empowering theoretical framework for a balanced rationality
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within public debate. This could, he hopes, be part of the process of cnabling
individuals, groups and whole lcommunjllics o free themselves from coercion,
oppression and domination by destructive hegemonic ideologies. Such an ideology is

technocralic consciousness in advanced capitalism marked by technocratic and

.
o
. . i
instrumental solutions. !

Questions of justice, or of freedom, or of truth scem increasingly unrcal as economic
rationalism defers to technical solutions to guarantee minimum welfare, manage the

economy and sustain economic growth. The end result of technocralic consciousness is

" a seciety autonomousty governed by technical cybernetic systems control mechanisms

’ verbal, of outer observation and inner values, goals and und;rsiandings. The overall

concealing the dominating interests of certain groups and classes (Held, 1980, pp. 64-5).

The notion of discourse, within communicative interaction, in the context of lifewoerlds
is centrally important in his theory. This is part of his 'linguistic turn' to address, along
L a .

with most contemporary social theory, the problem of language rather than the flawed

problem of consciousness (Held 1980, pp. 132-3). Discourse is understood as that
activity in which humans communicate with an expectation of understanding and with

the hope of reaching a genuine consensus,

Inherent in this is attentive listening and epens an explanation of, both verbal and non-

" poal is "an inte-rsubjective mutuality of reciprocal understanding;:n,‘_\a;ed knowledge,

mutual trust, and accord with one another (Held, 1980, p. \'3':‘3_}. Human

coﬂlmunicalion can be distoried by communicalive incompetence, by dominaticn or by
v, A

unbalanced 'strategic imeraction’ of indoctrination and propaganda. In the ideal,
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agreement should be reached by an acceptance of the position thal has the better

argument {Held, 1980, chapter 12).

3.2.1_‘Lifewhrlds‘ and Systems

Central to Haberras's theory of cnn.1.mum'cativc action (1987, ]9.!_3,4) is_‘_.-‘lifeworlds‘
and  systems. 'I évcry human grct;:}) .has its *lifeworlds’. ‘Lifeworlds’ '.'Jcomain the
background knowledge that is shared by the members of a group. [t is the background
vonsensus of everyday life and often the storehouse of knowledge that is passed frqlm
one generation to the next. This includes common understandings - “what t:\reryrb’;'le
knows" « as well as common beliefs and Teelings. Language is a part of “lifeworlds’.

Particular colloquialisms can be part of group ‘lifeworlds. For Habermas {1984) a

lifeworlds is:

1!
An_,."ﬂ'rnplicit knowledge that can not be represented in an infinite
number of propositions; it is a holistically structured knowledge, the
basic elements of which intrinsically define one another; and it is a
- knowledge that docs not sland at our disposition, inasmuch as we can
not make it conscious and place it it doubt as we please™, (p. 34)°

Every huar: has ‘lifewerlds” understandings, which may differ from group to group.
Even to be verbally understood in a gronp means that some *lifeworlds’ understandinps

must be common, To be fully accepted by a group one must share ‘lifeworlds’

"understandings. Furthermore:

Each actor draws from a common stock of knowledge, which is
provided by a cullural wadition shared with others. It is this
background-knowledge which represents the context of the fifeworlds,
and in which any communicative interaction is embedded
{Habermas, 1980, p. 129)
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Far Habermas, the 'lifeworlds” is the context within which communicative actions
occur and the horizon within which people refer to aspects of the three worlds as an

ir}tcrpretativc framework for their situalion definitions of communicative interactions.

:]'llcy are the objective, the inter-subjectively shared social world and the subjective

world of individuals and other coliectives. Habrrmas (1984} contends that:

I Tt comprises more or less diffuse, always unproblematic, background
convictions which serves as a soutce of situation definitions that are
presupposed by participant as unproblematic and it also stores the
interpretive works of preceding generations. {p. 70}

In its border sense, ‘lifeworlds’ are the communicatively formed {overtime) life
experiences and beliefs (consciousness and humanly creaied) which guide attitude,
behavior and action (Broadbent et al., 1991; Myers & Young, 1997, Ngwengama &
Lec, 1997). In Habermarsian term, lifeworlds is a type of cultural space, which gives
meaning un& nature to social life (Laughlin, 1987). It is the conlext in which social

actions and social structures are manifested (Pusey, 1987, p. 59).

In modern society, the ‘lifeworlds’ is undergoing a profo;ind process of rationalisation
in the spheres of culture, society and personality. Thompson (1983, p. 285) intlt;mrcts
these as the 'symbolic space!, as it were, within which cultural lraditirm.“ social
integration and personal identily are sustained and reproduced. Habermas (1987, p.

138) understands the three elements of “lifeworlds’ as follows,

The term culture for the stock of knowledpe from which participants in
communication supply themsclves with interprelations as they come 1o
an understanding about something in the world . . . . the 1erm society for
the legitimaic orders through which participants regulate their
membership in social groups and thereby secure solidarity. [The lerm
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personality tor] the competences that make a subject capable of speaking

and acting, that put him in a position lo take par in a process of reaching

“understanding and thereby 1o assert his ewn identity.
The cultural reproduction of the *lifeworlds® ensures that newly arising situations are
connected up wilh existing conditions in the world in the semantic dimension. It
secures a continuity of tradition and coherence of knowledge sufficient for daily
practice, Continuity and coherence are measured by the rationality of the know]edgi:

accepted as valid. If not simation would be created disturbances of cultural

reproduction leading to loss of meaning {Habermas, 1987b, p. 140).

The social integration of the ‘lifeworlds ensures that newly arising situations are
connected up with existing conditions in the WOI‘fllEi in the dimension of social space, It
takes care of coordinating actions by way of legitimately repulated imerpersonal
relations and stabilises the identity of groups ta an extent sufficient for everyday
practice. The coordination of actions and the stabilisation of group identitics are
measured by the solidarity among memiacts. If this does not happcﬁ, situation woutd be
the disturbances of social integration, which manifest themsclves in aqomie and
corresponding conflicts (Habermas, 19875, pp. 140-1).
The socialisation of the members of a ‘iifcwor]d’ ensures .t};a'ti"ncwly ansmg sim'a.iions
are connected up with existing situations in mc world in the dill_'.nension of historical
time. It secures for succeeding generations the acquisition of generalised comp”etencc
for action and sees to it that individual life. histories are in harmony with collective
forms of life. Interactive capacities and styles of life are measured by the rcspons[\iiiiilily
0
ILJtJ" persons, If not this happen situation would be the disturbances of socialisation .
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process, which are manifested in psychopathologics and corresponding phenomena of

alienation (Habermas, 19876, p. 141).

The systems emerge from the ‘lifeworlds’ These systems are expressions of
“Yifeworlds® as functionally definable, tanpible organisations. According to Habermas,
the principle systems are the economic and administrative sysiems. The behaviour of
these economic and admivistrative systems is guided by ‘lifeworlds,” They are tangible
expressions of the cultural ‘lifeworlds. These systems arc held together and
coordinated by steering media such as money and power, which take over areas of the
‘lifeworlds’ and then reconstitutes them as the objects of control. ” It is these two media
(money and power} that shape and extend the technocratic consciousness over

lifeworlds" (Pusey, 1987, p. 107). According to Habermas (1987a), that:

The technocratic consciousness reflects not the sundering of [particular]
ethical situations but the repression of 'ethics’ as such as a category of
life. The common positivist way of thinking renders inert the frame of
reference of interaction in ordinary language . . . as the refined models of
the sciences migrule into the socio-caltlural lifeworlds aml gain objective
power over the latter's self understanding. The ideological nucleus of
this consciousness is the elimination of the distinction between the
practical and the technical. . . . Technocratic consciousness makes this
practical interest disuppear behind the interest in the expansion of our
power of technical control. (pp. 112-3)

Syslems as sclf-repulating action contexts, which coordinate actions around specific

mechanism or media become concretely represented in and through defined societal

institutions {Broadbent et al., 1991, p. 3; Thompson, 1983, p. 285).

In capitalist society, the economy through money and market and the state through
power and bureaucracy constantly subjugate the ‘lifeworlds’ to the colonisation.

Through the sicering media of moncy and power, social relations in the “lifeworlds are



. monetarised and burcaucratised and adapted to the funclional requirements of the

‘system (Pusey, 1987, p. 107).

However, individuals develop th_c;i: language skills which enables them to _d_ichrcnliatc
of the ‘lifeworlds” and systrrji}s and the development of both (.[E;'.nugll'}ali:in. 1987).
Habermas understands that the societal evolution takes over time through Ia process of
increasing differentiaticn and increasing discursive skills when the elements of the

“lifeworlds’ develop, leading to shifts in both steering media and institutional systems.

3.2.2 Colonisation of ‘Lifeworlds’

; Centr:;l to Habermas’s theory of societal development is internal colonization of the
lifeworlds’ (Habermas, 1987b, p. 332). This is the situation where what Habermas
calls that the steering media ‘get out of hand' and steer the systems into domains, which
are not lockad into, or reflecting ‘lifeworlds’™ demands (Broadbent et at., 1991, p. 5).
The resuit will be the appearance of pathologica! side efiects, loss af meaning, loss of
hope, alicnation, depression, stress, anomie and withdrawal of legitimation and these
become the notm. Habermas_(1987h) noticed the situations in advanced industrial

societies and state that:

Modem societies attain a level of system differentiation st which
increasingly autonomous organisations are connected with ene
another via delinguised media o communication: these systematic
mechanisms-steer a social intercourse that has been largely
disconnected frown norms and valucs, above all in these sub systems
of purposive rational economic and administrative action . . . have
become independent of their moral-political foundations. (p. 154}
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When stec—ﬁfig miedia begin to colonise sub systems become more and more complex as
a result of capitalist growth and penctrate deeper into the symbolic reproduction of the
Ylifeworlds' representing socicty as a social confusion {Habermas, 1987b, p. 367).

i ’

¥
Further Habermas deeply looked at the colonising tendencies; whether or not the
steering media is of a “regulative” or “constitutive™ character that constitutive form has
more colonising polential.  Repulative rules regulate some pre-existing, on-going
activity whereas constitutive character consists of some form of activity. Regulative
riles are ¢laimed to be “frecdom-guaranteeing” (Habermas, 1987h, p. 367). They
moderate syslems behaviour to reflect existing ‘lifeworlds’ norms and values,

“h

Constitutive effects deemed Lo be 'frcédcm-rcducing‘ and actually reflect attempt to

i~ mederate behaviour through changing the accepted norms and guiding ‘lifeworlds’

{Habermas, 1987b, p. 367). The constitutive rule of Habermas concams whether the

steering media can be cither amenable 10 “substantive justification” or can be only
“legitimised through procedures” (Habermas, 1987b, p. 365). White {1988) summarises

this situation as follows.

[For regulative rule], since law is embedded in the lifeworlds context, it

is more comgrehensible 1o the average individual and must be defended

by elites on material grounds. [For repulative rule], law becomes far less

comprehensible and casier to defend purely on the grounds that it has

been apprapriately enacted by competent and responsible elites. (p. 115)
Broadbent et al. (1991, p. 7) sugpest that officials or elites will direct a!l steeting media,
If these are understandable to “average individual™, it wili not need much detending by

the elites and they are amenable to substantial justification, € these circumstances arise,

the particular form of steeting media will be following “Yiteworlds' demands, If the
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particular legislation {s far less comprehensible with more questions raised about the
appropriateness of the clite to formulate the rules, Habermas belicves these particular
media have colonising potential.

)

Habermas (197%) commends that systems world is made up of the abstract sysll::m"é that

e

)

shape human interaction is conticlled by rational scientific and technical decision using
normative rules, procedures and structures. The defining feature of this growth of
technical expertise and so much control, which is placing over the faiths olf .‘!ifeworlds,‘
can be justificd rationally, Habermas {1979) argues the exercise of power in this
process limits free and open discussion necessary for human development. Thercfore
. human beings have a 'practical interest' for mutual understanding and an 'liberating
interest' in freeing from constrained imposed them by power structurgs thal results
human beings sceking processes of participatory democracy to centrol their own
-. sincerity which could genuinely represent their own free-will (Wilson, 1997),

\'.:k

3.2,3 Human Cognitive Intcrests
[}

Springing from ‘lifeworlds,’” Habermas secs three fundamental human interests arising

from waork and communicative interactions. It should be noted that this cateporisation is
)
seen as helpful in clucidating his rccc‘_t_'.t work in arguing for a balancing on instrumental
action with communicative action '(Habemas, 1987b, 1984; Outwait, 1987). Thus

human interests can be categorised into three areas - fechwical, practical and

emancipatory,

S
ey
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The technical interest is bused on empireal analytical knowledge, which is aimed at
prediction and control of event. The technical knowledge is used 1o manipulate human
knowledge (Habermas, 1973). The practical knowledge constitules historical
hermeneutic knowledge which is aimed at achicving inter subjeclive communicative

(symbolic) understanding within an cthical and political dimension.

The tcchnical and practical interests are organised as formal knowledge. The
emancipatroy intercst aimed at liberating from act of naturalistic interventions and
constrains, The emanicpatory intercsts emanate from jmbalance in Social relation of

power, domination and alienation and seek the realisation of autonomy and freedom

~_from distorted influences such as distorted communication.

The emancipatery interests are concerned with the basic morale pursuit of human
emancipation. As part of methodological approach, it criticises the power and ideology
ip existing social arrangements that distorts moral relations within sociel interactions,
vnneeessary and non-transparent constrains on human freedom and well being, the
liberating interests. Habermas (1973, p. 22) cxplains this situation as the
emanicipatory intcrests can develop to the degree to which the repressive force, in the
form of negative exercise of power, presents itself present permanently in structures in

distorted communications- that is to the extent that domination is institutionalised.

That knowledge and raticnality guided by the technical and practical interests will
locate reasons it sell {Habermas, 1987h). Therefore, there is un internal demand for the
conditions of free and open communication. Habermas {1987c¢) contends that an
adequate cpistemological understanding of the cmpireal-analytical sciences must

include the existence of open community of seif-critical inguires,
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3.2.4 Human Conscious Rationalities

Habermas (19876, 1987¢, and 1984) provides a useful categorisation of instrumental,
strategic and communicative rationality. He categoriscs human conscious rationality as
instrumental, strategic, or communicative. I instrumental .rﬁt.i\(;ﬁz.llity, necessary for
work, is not balanced by communicative raticnality people are led into misguided
stmfegic raticnality to dominate and control people as if they were mere objects. As
Habermas (1973} rather scathingly contends, under the pressure of unbalanced

instrumental raticnality:

The hitherto undisputed attempts of the great theories to reflect on the
compiex of life as a whole is henceforth itself discredited as dogma . .
. the spontancity of hope, the act of takiug a position, the experiencc
of relevance or indifference, and above all the response to suffering
and oppression, the desire for adult autonomy, the will to
emancipation, and the happiness of discovering one's identity - all
these are dismissed for all time from the obligating interest of reason.
{pp. 262-3) T

Habermas thus contends that a consciousness dominated by instrumental rationality
reduces human reflection, hope, witness and self-discovery, An ideology of

"technocratic consciousness' becomes dominant which ‘not only justifies a particular
2

! class's interest in domination and represses another class’s partial need for

emancipation, but affects the human race's emancipatory interest as such" (Haberrias,

1987a, p. 111).
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3.2.5 Human Actions

Habermas's (1987a, 1987b, 1987c, 1984) emphasis on communication was in réléﬁonse .
to 2 critique of the philosophy of positivism, which he undcrslood as buttressing and
reinforcing scientific and technoeratic consciousness. For Habermas, the nineteenth and
twentieth century's "preoccupation with science ancf_., in phi]usophy,. withl' an
examination of its methodology, impa__;rcd the underslr'jilﬁding of the 'meaning’ and
import’ of knowledge" (Held, 1980, p. 300). In reinstating _t.\h.e importance of these’

notions, Habermas makes the fundamental distinction between instrumental, strategic

and'sommunicative actions.

3.2.5.1 Instrumental Action

For Habermas {1987b, 1987c, 1984}, instrumental action is behaviour which treats
natural cbjects as instruments to achicve success by accomplishing set goals in the most
efficient way. For example, the person who uses instrumental aclion expects to behave
glhers according to his wishes. The objective of this action situation is to control and
m%ihipulatc human behsviour in social situations for achieving rational goals that will
SCI;VC the actor’s s¢lf interest white ignoring the human qualities (Lyytinen et al., 1991; |
Lyytinen & Hirschiheim, 1988). People who subjsct to the instrumental actions nttem;t _.

to enact coherent incaning for the action and the action situation and will normally

reflect upon the contextuality ar appropriateness of the action. Fy1 instance, the person

. who receives order asks whether the person who hag iesued the order has an authority

or knowledge 1o issue orders or actions (Ngwenyama & Lee, 1997).
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3.2,5.2 Stratepic Action

For Habermas (198;;']3, 1987c, 1984) strategic action s an improper use of insﬁumcn{_ul
. L
action (purposive rational action} in human comniunication, which involves a person’s

desire for influencing and transforming the behaviour of others, People who use .

strategic action make use of best strategics to achieve their rational objectives for their
self-interest or the orgaﬁisation or the institution concern (Lyytinen et al.,, 1991;

Lyytinen & Hirschheim, 1988). . .

People whe are involved in strategic actions manipulate organisati.-;_mal”processes,

influence policies, and 'rules of the game' to their advantage (Ngwenyama & Lee,

1997), The type of rationality associated with this model is the "cognitive-instrumental”
rationality of a subject capable of gaining knowledge about contingent environment and -

putting it to effective use in intelligently adapting to and manipulating that environment -

(Habermas, 1984, p. xi).

Strategic actions may be ovent or hidden. The well-known example for strategic action
is orgaﬁisationai politics. When actors are engaged in strategic actions they make use of
their personal and other sources of power and status to manipulate the opponents, When
a strategic action is issued as an order, the acter being an intelligent person who

receives the order reflects on it claiming its contexiual validity. Strategic actions

"deemed legitimate and valid when it confirms to organisational norms, policies,

|
1697,

P
B

authority structures and the unwritten rules of the game. When it does not confirm, the -

pcl"_?"éin who is subject to the action can consider it 'd\irty trick' (Ngwenyama & Lee,

Al
&
B
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3.2.5.3 Communicative Action

Communicative aclion is a system of reference that cannot be reduced to the framework
of instfumental action (Habermas, 1987¢, p. 137). When instrumental action is used to
control nature without selfrevlection, sn unbalanced instrumental rationality can
eventuate, Communicative action springs from communicative rationality. It is cdénlcd
to reaching understanding while being marked by openness of discussion {no hidden
agendas), freedom to speak and be heard, and the reaching of consensus through the
" validity of the arguments (Habermas, 1987b, 1987c, 1984; Pusey, 1987). Reaching
un’derstanding is considered to be a prc;cess L of reaching apreement among
communicgting paniélpanis that meets the conditions of rationally motivated agreement

to the content of an utterance.

A communicatively achieved agreement has a rational basis; it can not impose by either
party (Habermas, 19876, pp. 286-7). The objectively obtained agreement by forcing
participanis or influencing opponents or use of vielence is not counted as genuine
agreement, Agreement Teached on common conviction (i.e. recognition or rejccli_on of
speech acts of parlicipants) can be uscd as rational reasons for potential decisions
making. Communicative action takes place through language and sign systems in
geng;al {Lyytinen et al., 1991; Lyytinen & Hirschheim, 1988).

C;ﬁmunimtivc interaction is that type of stm_ctured human ﬁctivity invol;f:i":;g‘language
and reflexivily nccessarily within a moral framewoerk (Held, 1980\‘:‘ p 259). It cmﬁﬁdfes
a:;{;ora] concern for the rights of:participants to. remain free from coercive and

_distorﬁng influences while participating in & discourse that aims to attain genuine

ot
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i understanding and consensus {I’uscy,' 1987, p. 81). Communicative actions are drawn
L

;_)/ilp from our shared lifewarlds. They are Tistorically structured and only amenable to

__l:_onsciousn:cs's because it is ever *behing our backs' (Pusey, 1987, p. 84).

For Habcr‘?;l;_(l%?b, ]GIlIBTc, 1984) communicative action is inter-subjective arlltll co-
opc?:lwc }éﬂcxi\'ity in building mutuat understanding and co-operation towards, that,
whicll%l _i_;__truc, free, just, and fair. 1 is the most comprehensively rational form of
'.cnmmunication, which is oriented to reaching an undersianding across all the three
dimensions (objective, social and subjective) of the worldviews of ‘lifeworlds.” The
understanding is arrived based on the recopnition of corresponding vatidity claims of
comprehensibility, truth, truthfulness, and rightness . - . coming to an understanding
about something in the world is the process of bringing about an agreement cn the
presupposed basis of validity clsims that can be mutually recognised. Coming into a
fully understanding of action situations delimit in the areas of incomprehension and
misunderstanding, intentional and involuntary untruthfulness, concealed and open

discord; and, . . . pre-existing or achieved consensus (Habermas, 1979, p. 3).

Social actirs are engaged in communicative action, in every day activities, in secial

context and they communicate with each other about the state of affairs, decision taken,
organisational events and the like. They use a common language and shared
understanding frem a background consensus pertaining to those interpreiations taken
for granted among participants (Habermas, 1979, p. 3). For example, in om;nmunicati\'e
s.situatinn!whcn the listener or reader fails to understand the communicative acts of
seﬁders, the listencr wouid reflect upon it and try to enact so coherent meaning for it.
This process of enucting coherent mean;ng from the 'text' is a crucial reflection cycle in

which the reader/listener wst the validity claims of comprehensibility/intelligibitity,
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truth, truthfulness and legitimacy (riphtness/apprapristencss) associated with the type
of communicative action (Ngwenyama & Lee, 1997). In ordinary, simple conversation
these four claims are usually taken for granted, however they lend to be highly

problematic when  addressing complex social issues such as design ideals for

" information sysiems development (Klein & Hirschheim, 1996),

3.2,6 Universal Validity Claims

Habermas argues that linguistic meaning is constituted communicatively. In every
utterance a speaker mikes entails its own specific validity claims or assessment that is
raislled in speech-acts. W:_ith every utterance a speaker makes a rruth claim relating to the

objcc-‘\tiﬁ:,;. world of .I-Qfates of affairs, rightness claim conceming the rightness,

appmpﬁatc;:éss. or ':é:_egil'_ﬁmncy of his speech acts in relation to the social world of
nomatively rcgulm::'d interpersonal relations (i.e. intersubjectivity}. [t includes
truthfulness or sincerinv claims relating to the subjective world of experiences to which
the speaker has privilepe aceess {i.e.. sincerity or authenticity in regard to the manifest

expressions of the speaker’s inner intentions and feelings in the subjective world

Jf Iilnbcrmns, 1984). Mingers (1995} summarised the validity claims of communicative
actions as follows. ) il

Sy

e
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Validity claiin Referenee world I'arpirse 1 ype of specch wel Forms of arpument
Truth Chjective world Presenlation  of  Conslative Thegretical
-thnt which  knowledge - propusilions diseourse
ohtains - cxplunations
: - predictions

{extenal nalure)

Rightness Social world Eswablishment of Repulative Practical
(legitimacy} -normative social relalions - promises discourse
relalions and - orders
praclice (sociely) = reguesis
Truthfulress Subjective world  Expression of self,  Expressive Therapeutic
(sincerity) ~privale © e beliefs critique
experisnce - intensions
- desires

(inner nature}

Comprehensibilit  Languag Understanding Explicative
) discourse

¥
Flgure I The validity Ciaims of Communicative Actions (after iabermas, 1984) (Adapted from

Mingers, 19935, p. 298).

Habermas says they are universal formal features of linguistic communication. The
validly that is claimed cannot be restricied ta “validity for the speaker.” or “validity for
a specific group™, Validity means validity for every subject capahle of speech and
action (1992, p. ix). [n ordinary, simple conversation these claims are usually taken for
granted, yet they tzad to be highly problematic when addressing complex social issues
such as designing ideals for information systems tor a wider acceptance to interested

panies (Klein & Hirschheim, 1996).

In social inlcracti__r,n situations, when doubt arises about the validity claims of an)
iniernction, these :;.falidily claims can be contested, criticised, defended and revised in
the hope of reaching to an understanding using reasons or grounds along to gain
intersubjective recognition for the validity claims (Habermas, 1984). The social actor

tests the validity claims of an issue(s), drawing upon knowledge from the social



85

context, the particular action situation itself, and the orientation of the other persen
whose action is being disputed. In this manner, by critically reflecting on the validly
claims, the actor can 1ree himself from false or unwarranted belicfs and assumptions
about the action whilst redeeming the claims through personal reflection (Ngwenyama

& Lee, 1997,

The task of the self-reflection is to achieve a new definition of the situation, which all
participanis can share. If the actor fails his attempt to free from the action situation,
then communicative actions do not continue and the action is called inte an open debate

to repain the validity claims, -
3.2.7 Idea! Speech Sitmation

In the context of "‘crdinary commaunication”, questions are raised when the truth or
correctness of background validity claims become disputed by speakers and when the
mode of interaction of actors shift to discursive actions whilst testing every word that
the speaker utters referring to the validity claims of communicative interactions
(Ngwenyama & Lee, 1997). In the situation of discursive action. actor's agrﬁcnt
about a shared background is no longer taken for granted, but various assuﬁplions
concerning commupication background arc carefully examined, clarified and their
validity tested. In this situation, legitimacy of mora! value choice can be checked, or as
Habermas puts it, the claims underlying such choices can be "redeemed”. These

principles relate to rational discourse.

In relation to information systems, a rational discourse can legitimise the sciection of a

design ideal because it assumes that the arpuments of all intcrested parties are heard
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and that the choice results in an informed consensus about the desipn ideal. It is also

understood that the tormal value cheice is made by the foree of better argument (Klein

" & Hirschheim, 1996). The ultimate idea of such discursive communication is lo come

into a common understanding through a critical debate while treating all the partics
equally. Apreement is based on recognition of the correspomding validity claims of
comprehensibility (utierfng something understandable), truth (giving [ithe hearer)
something to understand), truthfulness (making himself thereby understandable), and

rightness {coming to 2n understanding with another person) (Habermas, 1987b, p. 120).

When actors take part in argumentation, they must assume that certain notms held in
crder to ensure that arguments and discussions have a particular forsr inasmuch as the
participants reciprocally assume the right to question the grounds and motives of those
who affirm contrary positions to their own. [n an argument situation, actors are
allowed to express fully their opinion and must honour the outcome of open rational
debate. The situation is defined as “ideal speech” (Kelin & Fiirschheim, 1996), it

constitutive of following rules. Klein and Hirschheim {1996) outhine:

1. All potential patticipants in a rational discourse must have an equal
opportunity to begin a discourse at any time and to continue it by making
speeches and rebuttals and by questioning and answering. Habermas calls

this an cqual chance to use communicative speceh acts,

2. For all participants there must be an cqual opportunity to interpret, to assert.
to recommend, to explain and to justify as well as question 1o give evidence
for or against the validity claim of any of these forms of speech. The
purpose of this condition is 1o assure thal in the long run, no presupposition
or opinien can escape from becoming the centre of discussion and enticism.

3 All participants are presumed to be equally able lo express their attitudes,
feelings, and intensions. These Habermas calls representative speech acts.
They serve as a puarantor against self-deceit, illusions, and insincerity of
members among (he speech community towards one another.
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4. All participants are presumed 1o be equally able to give and refuse orders, to
permit and prohihit, to promise or ask for promises, 1o account and ask for
accounting, cte. Habermos refers 1o these as regulative speech acts. They
gusrantee that the formal chance of equal distribution of opportunity to
begin of continue a discourse is realised. {Jabermas, 1973, pp. 255-6)

The dehate situation is necded 10 occur in perfeclly symmetrical and reciprocal

relationships between participants who neither dominate nor deceive one another. In

such a situation, Habermas ( 1975) writes:

The bracketed validily claims of asserlions, recommendetions, or

warnings are the cxclusive object of discussion; . . . participants,

themes, and contributions are not restricted except with reference to

the goal of testing the validity claims in question; . . . no force except

that of the better argument is exercised; and . . . as a result, all

molives cxcept that of the cooperative search for truth are excluded.

(pp. 107-8)
In an ideal specch situation, all paricipants in the debate must have an ambition to
achigve a rationally valid agreement and such agreement is arrived only through the
consensus, This is a form of democratic political decision-making in which all
decisions are made equally, i.e. rationalising decisions is armived a1 through discussion
free from domination (Habermas, 1987b, pp. 7-10).  Habermas further says that "we
need to bring both attitudes of human actions and metives 10 o critical discussion ©
disclose the mix of basic mecthodological assumptions and action-orienting self
understanding” (self-understanding means a person's or group's own interpretation of its

motives, norms, and goals} (Habermas, 1987b, p. 10). This is the arca where inter-

subjectively shared background knowledge of pasticipants is eritically examined.

In this discussion, the consensus is arrived through shared knowledge and mutual trust
between participants defining the formal propertics of the specific mode and level of

discourse but not by the domination or exercise of power over one another (McCarthy,
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1978, p. 291). Habermas concludes “we can be sure that consensus about a
recommendation to accept a norm |, . . expresses a ‘rational will’ in relalion to a
comnon interest ascertained without deception. The interest is common because the

consirnint free-consensus permits only what all can want {Habermas, 1975, p. 108

3.2.7.1 Brenkdown of Communication

'I'hc problems arise when distortions resultin:g from selfish motives of participants and
breakdowns of communication occur. Breakdowns of communications can occur ducto
concealed strategic action of a participant who js so assented 10 instrumental success
ths'it manipulation occurs, On the other handi,. not appreciating the unconsciously
understood lifeworlds, can also systematically distort reaching an understanding among
participants in communicative interaction (Habermas, 1987b).  Breakdown in
communication can alse occur when an actor in communication fails to observe the
norms or fails to apprehend the actions of others arising from false, i}icomplete,
insincere or unwarranted acts. Habermas's sysiematically distorted communication

within a framework of communicative action can be scen in figure 2,

In social sitvations of concealed strategic action, at least one of the participants behaves
with an orientation to success manipulating others. [n unconscious decepiion, at jeast

one of the participants js deceiving him=elf about the fact that he is acting with an
\'\//4/’“?}

attitude oriented to instrumental success and only keeping up the appearance of

communicative action (Habermas, 1934, p. 3323;

|
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/(-‘ Comnunicative Action © Straiegic Action )
.fActions oriented to reachirg understanding) (Actluns oricnled lo suceess) - -
. I||r
I DN
Concealed Sivalegic Action Open Strotegic Action
Unconscious Deceplion Conscious Deceplion
~ {Systematically distorted (Manipulalion)
" eommunication)

Figure 2, Systematically Distorted Communication (Adapted from Habermas, 1984, p, 333).

Habermas (1979) says that even in the most distorted of communicative situations there
femains semething of the basic impulse behind all utterance: "he intention of
communicating a true proposition . . . so that the hearer can share the knowledge of the
speaker” (p. 2). Habermas says the ideal speech situation could be approximated if we

can eliminate coercive intentions such as deception or manipulation through discourse,

Habermas (1984, p. xi} asserts that "If we assume that the huma.n species maintains
itself through the socially co-ordinated activities of its members and that this co-
ordination is established through communication-and in certain spheres of life, through
communication aimed at reaching agreemem-then the reproduction of the species also

requires satisfying the conditions of 2 rationality inherent in communication”,

3.2.8 Rational Soziety thndugh Communicative Interaction
As T understand it, }iabérmas's rationalisation of society through communicative
interaction in the sphere of ‘lifeworlds’ context is schematically depicted in figure 3,

Habermas argues that communicative rationality can only be achieved through
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communicative inleraction and cemmunicative action that is genuinely oriented to
reaching an understanding as a process of shared learning (see figure 3). This can be
achieved through discussions oricnted towards challenping sysiems rationalisation
through technocratic conasiousness and lfeworld understanding of symbolic structures
of communication can be cxpressed throwgh ordinary languape arising from
hermmeneutic interpretation of the subjective worldview of participants, In other words,
in these discussions, intersubjectively shared knowledge of participants is sought based

on “‘rational” arguments in a distortion free-environment {middle box in figure 3).

In. this discussion have a .particular form inasmuch as the participants reciprocally
assume the right 1o question the prounds and motives of those who affirm contrary
positions to their own. Moreover, the discussion and the level of justification become
reflective.  The interaction :i'SSI._:Ils in an emergence of communicative rationality {two
solid arrows from the middle box to systems and lifeworlds in figure 3); the consensus
EXpresses a discursively formed “rational will" for zll the participants who have
risisted distorting factors such as technocratic consciousnsss, manipulation, deliberation
aﬁcl domination. That communicative rationality can only arise in the ‘lifeworlds as an
achievement of communicative reason.
i

The communicative reason might eventually, lead to mire “rational structures” as
altemnative to the cxisting “structures of domination” and to chanéed organisaticnal
pri!x}ciples that would be based on the interests of all and so deserve the genuine

legitimacy of consensval agreement rcachedll'at the discussion,

N
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Figure 3, Habermas's Theory of Societal Develepment through Communicative Interaction (Adopted
from Pusey, 1987)

Moreover, the ncwly emerged systems structures have to be re-appropriated through
communicative action into the *lifeworlds.” In this manner, the problems between the
‘lifeworlds® and ihe systems will be resolved through improved adaptation to
‘lifeworlds’ demands that rcduce distorting influence such as  technocratic
consciousngss, deception, domination, illusions, and deliberation {the big arrow from

systems te lifeworlds in fgure 3).

The communicative rationality that surfaces from ‘lifeworld’ understanding may,

through new forms of communicative action, produce new “communicatively achieved
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agreements™ with new “structure-forming effeess™ with “metive-forming thought” in
lifeworlds' contexts bringing system and lifeworlds into balance {the big arrow from

‘lifeworlds’ to systems in figure 3} (Pusey, 1987).

Instrumentat and strategic actions usually from a technocratic consciousness exerted in
the current practice of information systemns development could be counterfactually
restated as communicative rationalily, a balanced state of rationality that takes into
consideration the better arguments and worldview understanding of participants, This
communicative rationality is achicved through an increased understanding and
knowledge among the participants in an open discussion as a process of shared

learning.

The “truth” generated in this manner about the systems development process is the
“trué-knowledgc“ where participants could free {emancipation) themselves from all
forms of constrains such as inflexible bureaueracy, purposive rational actions, distorted
communication, inner and outer conscious or unconscious distortions, delusion,

illegitimate use of power and domination.

In an open, distortion-free communicative interactions people develop on clarity of
self-reflection whist developing a mutual understanding and trust of each other, This
situation could be defined as a state of collective autonomy in which the participants
have the power to determine rationally and freely the nature and directions of their
collective existence (Fay, 1987, p. 205). Consistent with these arguments, Fay outlines

three basic claims about human existence that:
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(a) humans are typically unfree, dominated by conditions which they neither understand
not control, a situation which results in their [eading unsatisfactory lives

{(b) human Jife need not be this way

() Aninercase in knowledge is the way the oppressed can liberate them and thereby

better their lot {Fay, 1987, p. 203).

Habermas helds that an adequate theory of society must integrate philosaphy and
empirical social scicnce to alleviate social problems (Habermas 1984, p. ix). Such a
theory which aims and guides improvement of human conditions is important for
researchers as they have vested interest in providing solid theoretical foundations for
sccieties including the areas of management and use of information technologies in

organisations (Zmub, 1995),

3.3 Conclusion

In his theory of communicative action, Habermas explains a rational approach to human
communication through communicative interaction. He introduces communicative
rationality with communicative reasons as a balanced approach that takes into
consideration all the major forms of human interests in human communication. He
discusses both the problems of technocratic consensus and unconsciousty understood

lifeworlds in communicative interactions.

Habermas’s thecretical framework helps solve the problems between technocratic

consensus and ‘lifeworlds” in a manner rich in consequence where all the participants in
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communicative interactions free  themselves through critical reflection and

understanding.

Habermas’s theory of communicative action focuses on freeing participants through
critical reflection of conditions arising from domination, misapplied power, alienation,
bureaucracy, distortion in communication and other unequitable situations within the
social contexts associated with systems development process. His approach promotes an
understanding ot the systems development process within a distortion free envivonment
as a shared learning practice, "whose aim is to dcsigri' a system based on tire genuine
consensus of the demands of all the par_;icin?,nts. in the activities of development

i

through communicative action and interaction.

Thus the theorctical frame work outlined in this chapter, and the social context of Sri
Lanka explained in the chapter four, iterate with empirical data developed into an in-

depth cas at NCCL in chapter six.
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CHAPTER FOUR
SOCIAL CONTEXT: SOCIO-CULTURAL,

ECONOMIC AND POLITICAL ENVIRONMENTS

4.0 Tntroduction

This chapter cxplores the social context for information systems development in Sri
"Lanka in the context of developing covntries. This chapter examines ihe role of
information technology and information systems in conjunction with information
systems development and practice in developing countries. This is followed with a
critical examination of information systems research and practice in developing
countries, accounts of socio-economic, political environments and cultural contexts for
information systems development in Sri Lanka, with a conclusion about modernisation

of Sri Lanka through information technology and information systems.

4.1 Role of Information Technology and Information Systems

Advances in information technology have played a prominent role in improving
arganisational effectivencss {Robey & Azevedo, 1994). In particular, information
gystems in organisalions have come to be scen as sirategic resources, which provide
potential competitive advantages (Laudon & Laudon, 1998; Feeny & Willcocks, 1998;
Earl & Sampler, 1998; DiRomualdo & Gurbaxani, 1998; Ross, Beath & Goodhue,

1996; Rockrt, Earl & Ross, 1996; Porter, 1985; Porter & Millar, 1985).

Information systems can deliver better quality preducts, enhanced control, reduced

costs, and increased flexibility (Odedra-Straub, 1996). They can be used as a strategic
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weapon to defeat or frustrate competition (see Laudon & Luauden, 1998; Applegate,

Cash & Mills, 1988). Or'it;uiiisuliuns can hetter survive using inforation systems, and

hopefully thrif’_."}in an increasingly compelilive environmenl (Doherty & King, 1998).

lnforrr_a_atioh,_lsyslcr'r.ls have profound cffecls on organisational struclurcs, processes,
izulturc, and working procedures {Doherty & King, 1998). Morcover, these information
systemls heve an impact on most aspecls of human lives, especially in ‘economic

activities, education, entertainn st and communication.

‘The US Labour Department announced in early December 1999, that productivity has

‘tisen by 4.9% in the third qu.urter of 1999, jis biggest gain in almost seven years (cited

in Splettstoesser & Kimaro, 2000). Consequently, many businesses tend to view

information systems development as shaping their future {(Keen, 1991). Additicnaly,

prespects of using: new information systems tcchniques to achieve a grc'a'ter

i
organisational effectiveness have impacts on quality of work life and peneral

expcctau.";bns of socio-economic development {Davison, Vogel, Harris & Jones, 2000;

Robey & Azevedo, 1594).

Many nations all over the world, particularly in Westem socicties have adopted
information technology for socio-economic development in their countries (Corea,
2000). Application of information technology is considered as one of the most
significant forces of moderisation (Avgerou, 2000). Computer-mediated
communication networks, such as the Intenct and Waorld Wide Web, offer tantalising

porsibilities of global communications (Ess & Sudweeks, 2000).
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Information technelogy has also been inextricably linked with ceonomic prosperity and
power, exerling, revolutionary impacl on the way thit the world does business and the
way in which its citizens communicate (Daviston ct al, 2000). Individuals and
govemmel:_nm are using information technology 1o gain political and ceonomic advanage
(Hawkrid.gé.'e"'igm}. It has the potential to narrow the gap between the advanced
indusirial nations and those developing, in that developing countries could leapfrog

developmental stages (Odedra-Straub, 1996).

4.1.1 Information Technology and Information Systems in Developing

Countries

In the current discourse on national development, there is assertion that pelicy makers
and managers in developing countries should focus on achieving pervasive information
and communication technolopics so that societal bencfits wilt permeate to equivalent
degrees of saturation as in developed countries (see Talero & Gaudette, 1995). A belief
in the direct social and economic value of computerisation (Kling, 1996) presumably

informs such counsel.

Most developing countries explt;it the potential benefits of use of information
technolegy for improved results in produclivity, orpanisaticnal effectiveness, and
business competitiveness (Avgerou, 1996}, Researchers and practitioners both in
developed and developing countries assume that the use of information technology
together with information systems lead to improved management decision making in
productivity, effectiveness, and competitiveness because information available to
decision-makers reduce unceriainties that confront managers (Spleltstoesser & Kimaro,

2000). In developed countiius, usually Westem societies, the development and use of
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information systems is aligned with their cultures, value systems, norms, capacitics to

afford the 1echnology, and the market dynamics of individual economics (Corea, 2000),

Policy makers and managers in developing countries focus on achieving socio-
economic development in their countries using information technelogy applications

{Bhatnagar, 2000; Waema, 1996; Avgerou, 1996).

Information technology is recopnised as a means for offering more efficient socio-
economic development in the least developed countries (Meso & Duncan, 2000). Both
information technology and information systems are often identified as the key to the
re-invention of the governments in developing countries in a free market, following
failures in the state burcaucratic models of socio-cconomic development
(Samaranayaka, 1999). For example, information technology can facilitate economic
development through availing information to make choice of development priorities

easier and to plan and manage development activities better.

Information and communication technologies are constdered as new possibilities and
¢nabling technologies to attack problems of rural poverty, inequality, and environmental
depradation (Human Develepment Report, 2001; Bhainagar, 2000). It is believed that
development of information systems such as document roanagement, electronic data
interchange, group ware for computer supported group work, and Internet and intranets
in theze countries, can lead to improve service quality. They make planning more
effective, and thus become a means of empowering citizens (Bhatnagar, 2000; Kiangi,
1996; Traummuller & Lenk, 1996} and “informate” employees to play a more

substantial role in their organisations {Zuboff, 1988).
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4.1.2 Problems of Information Technology and [nformation Systems Adoption

in Developing Countries

[n contrast to the developed countries that have been steadily capitalising on the rapid
pace of information and communication technologies, a large number of developing
countries, particularly low-intome countrics heve failed in the adaptation of these
technologies. This is mainly duc to prevalent constraints in cultural, socic-economic,

and political contexts (Waema, 1996; Avgerou & Comford, 1995).

Developing countrics may be seen to be missing out on the much vaunted potential of
compater technologies 1o promote product and service quality {(Davenport, 1993), and to
permit implication in a globa! economy increasingly penetrated by technology based
information " flow (Odedra-Straub, 1996), Moreover, it is a well-known fact that
information systems implementation often creates states of flux which challenge innate
and established ways of functioning in organisations in dcvéloping countries (Powell &

DiMaggio, 1991),

One of the most important problems of information technology, information systems
development, and implementation in developing countries is the difference to the
dominant Western culture (Thanasankit & Corbitt, 2000; Jayasuriya, 1999; Madon,
1992; Walsham, Symons & Waema, 1990). For example, culturally formed structural
human characteristics can inhibit information systems development and implementation
efforts in most of the devcloping countrics. Avgerou and Cornford (1995) note thai
various structural and behaviourzl obstacles restrain many of the information systems

development and implem cntations projects in developing countries.
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Common obstacles to be found in developing countries are official restrictions for
security reasons as well as the rigidity and compartmentalisation of government
burcaucracies, which consider certain types of information as their property (Fox,
1991). Azad and Erdem (1998) note that in many cultures, information is still equated
with power, which restricls personnel willingness 1o share data and information through
inteprated databases and systems. Usually databases are managed on the basis of
information being secret rather than a valuzble source of information that could be

readily aceessible (Soficld, 2000).

Pawer and politics has been widely discussed in information systems literature (sec

Standing, 1998). Some examples are:

1. The politics of organisational change related to information systems (Marks &
Pfeffer, 1983) i

2. Power in the decision and implementatlglnn of accounting and control systems
(Marks, 1983) |

3. Post implementation politics related to material requirement planning systems
{Kling & Iacono, 1984)

4, The type of power that infuln'nation systems professionals cxercise over users
{Marks & Bjormn-Andersen, 1987)

3. Political activities and the use of power in the formulation and implementation of
information systems (Waema & Walsham, 1990)

6. Use of computerised information sysitems to serve the interests of those in power
(Danzinger, Dutton, Kling & Kraemer, 1982) and as a tool that changcs the power
balance (Barley, 1986}

7. Colonisation of ‘lifeworlds’ in organisations through information systems

(Broadbent et al., 1991}



131

8. Realisation of hidde. agendas of managers in organisation through the development

of informatien systems {Myers & Young, 1997).

H
W

Similarly, a case study of implementing a computerised rural information Qyﬁiéms'-':-._._
project in India reveals that information systems served to reinforee the cultural context
maintaining the power of the higher levels over the lower levels of adminisiration
(Madon, 1992). This case study reveals that information systems by itself cannot foree
the abandoning of long established ways of administration (Jayasuriys, 1999). To
successfully implement a computerised system, the implementors identified that a key
factor was the need to rcinforce the organisational (administrative) structure whereby

issues of power and territory had to be taken into account {Foltz, 1593).

The appropriateness of the technology and the creation of an environment favourable to
the introduction of technology were considered critical in Foltz's (1993) study.
Hofstede ¢(1991) identifies, in most of the developing countrics, present greater power
dependence by subordinates on bosses {a greater power distance) and a higher degree of
collectivism as opposed to individualism than in the developed countries. People are
mainly unwilling to take risk in these countries and thus uncertainty-svoidance

bekaviour is predominant (Hofstede, 1980).

Compared to developed countries, communication viz informatien systems and
language differences can also trigger some information systems development and
implementation failures in most of the developing countries (De Boer & Walbeek,
1999; Kirlidog, 1996).  The majority of managers in developing countries have

paternalistic and authoritarian attitudes (Jaeger & Kanungo, 1990). Consequentiy
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information flows are mainly from top to bottom in the form of directions and

commands {Kirlidog, 1996).

Mest developing countries have the difficult task of internalising the procedures and
products of alien cultures. Perhaps the most imporiant realisation is that technology is
not culturally neutral, which points to the importance of the social, cultural, economic,

and political context of technologics {Castells, 1996).

Although the valve of information technology infrastructure in business has been well
recognised {see Brancheau, Janz & Wetherbe, 1996; Broadbent, Weill, O'Brien & Neo,
1996; Duncan 1995), many developing countries are disadvantaged by lack of
aldvanced technology such as telecommunication infrastructures (Kitlidog, 1996).
Additionally, developing countries are characterised by shortages of managerial skills,
lack of computer knowledpe, fear to use modem technologies, socic-economic and
political instabilities, cconomic depression, low per capita income, lack of development
policies, and persistence of market failures (Davison et al,, 2000; Palvia, Palvia &

Zigly, 1992; Hoselitz, 1964).

4.2 Information Systems Research and Practice in Devclnping Countries

Before examining the information systems research environments of developing
countries it is important to explain the meaning given to the term “developing
countries” for the purpose of this research, as it is able to be defined in a variety of

different ways. The countries referred to here are those in the so~called Third World.
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The Third Warld refers to countries that do not belong to the Western world centred on
the US (Percra, 1989, p. 141). Some writers gven distinguish a fourth world composed
of the poorest or least devcloped countries of the world (see Meso & Duncan, 2000,

Palvia & Palvia, 1996).

An cxarlnir_lation of information systems development practice of most developing
countrit.:.s reveals that they have had little chance to evolve information systems
practices, which would truly reflect the local needs and circumstances. In many
devei;:ping countrics, information systems development practice have operated under
the rubric of scicntific and economic reasoning, that forms the foundation of Western
moedernity {Avgerou, 2000; Thanasankit & Corbitt, 2000; Avgerou & Cormnford, 19%5).
These are characterised by a dominant positivist approach, which itself is based on
purposive-rational economic rationalities in social situations (Habermas, 1987a, 1987,

1987c).

The important assumption, made both in the Western and in the developing countries,
is that the positivist approach used in developed countries is appropriate for developing
countries (Wiiliams and Standing, 1994; Madon, 1994), This assumpticn is associated
with the belief that the human condition can be improved by reason alone (Touraine,
1995)., This assumption fends to ignore or not rccopnise the idiosyncrasies of
organisations in developing countries with their own socio-culture and economic and

political environments {Jayasuriya, 1999,

-Avgerou (2000) rotes that many of the widely known problems faced in developing
countries arc constituted within the techno-economic and scientific rationality of

development which stemmed from the Western suvieties’' ¢xperience of modemity,
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This techno-cconomic and scientifically rationalistic concepls dominate over
*lifeworlds® in developing countries (Tsoukalas, 1989). For example, the adsptation of
a compuier system by the State Bank of india, along with the packaged banking
software proved not to be suitable because banking practice in India is organised on a
“social responsibility" ethos, quite different from the Western modernisation concepts.

The package has remained largely unutilised (Banerjee, 1581).

In Sri Lanka, this same principle was evidenced in the demise of database development
e.iui.‘;.rt in a Department of Management Studies in a University {(Williams & Gunatunge,
2000b). More generally, certain indigenous managers in organisations in Sri Lanka
tend to perceive socio-culture, beliefs systems, and social values as important
determinants of success in organisations. However, these values are often suppressed
by the purposive r_aticnality of organisations (Gunatunge & Jayeratne, 1992;
Gunatunge, 1991). Often Indigenous manapers tacitly accommeodate certain socio-
cultural “lifeworlds’, values, beliefs, and myths in solving problems, which has serious
ramifications for information systems development and practice in organisations in Sri

Lanka (Gunatunge, 1996).

The positivist approach developed for information systems in the West and its
adaptation in developing countries is based on priocri assumptions about the research
enterprise, which do not take into account peoples' behaviour within socio-cultural and
‘lifeworlds’ contexts. For example, although several models of national culture are
suppested in the literature (see Schwartz, 1994, 1992; Hofstede, 1991, 1980; Schwariz
& Bilsky, 1987; Glenn & Glenn, 1981; Rokeach, 1973; Kluckhohn & Stredibeck, 1961;
Parsons & Shils, 1951), they are overly structural and sugpest only narrowly

prescriptive constructs to study culture (Thanasanki & Corbitt, 2000),



105

Most of the cullure-based studies in management and information systems reseurch
conducted in developing countries adopt Hofstede's (1991, 1980) four-dimensions
framework (i.e. power distance, uncertainty avoidance, individualism/collectivism, and
masculinity versus femininity), The popularity of Hofstede model comes from jts large
sample and use of empirical data to demonstrate cultural differences. Researchers who
use Hofstede's framework accept the results of the rescarch on face value without a
critical reflection of their findings. These rescarchers tend to become Yailed' within

Hofstede's priori framework, which is subject to little or no critical reflection,

Several researchers recopnise Hefstede's model as an insufficient framework to study all
aspects of cultural differences in developing countries (Wickramasinghe & Hooper,
2000; Rahamati, 2000; Thanasankit, 1999a; Shore & Venkatachajam, 1996), Examples
of informatien systems research conducted using Hofstede's framework can be found in
Rahamati (2000), Katz and Townsend (2000), Shane {1994), Morris, Davis and Allen
(1594), Ueno and Sckran (1992), Rodriguez (1991}, Kedia and Bhagat (1988}, Kogut

and Singh (1988), Tricker (1988), and Sekaran and Snodgrass (1986).

Within Hofstede's framework, important ‘lifeworld’ understanding tend to be ignored
in an institutionalistic fashion (Habermas, 1987b), resulting in informatien systems
failure and poor pelitical decision-making (Thanasankit, 1999a, Shore &
Venkatachalam, 1996; Randall, Huphes & Shapiro, 1994; Luff, Jirotka, Heath &
Greatbatch, 1993). Alternative ways of perceiving the value of human innovation often
manifested in the social context of developing countries are poorly understood by the
researchers, Newly arising sitvations for the researcher, especially in the state and

organisational situations are often poerly understood in the context of existing
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conditions and value systems in the semantic dimension. This disorientation erodes
continuity of tradition and ccherence of knowledge, which leads to a breakdown of

management and employee relations in organisations (Habermas, 1987b).

Rescarchers who adopt Hofstede's framework ignore meanings of subjects, not
captured within their models, and often tend to view such information as irrational and
unimportant material. Western scientists and cxperts regard such understanding as
methodologically questionable or at best of merely localised importance (Brodnig &
Schonberger, 2000), or implicit and ferra incognita (Ngwenyama & XKlein, 1994), or
irrational {Avgerou, 2000). The underlying and deep problems of developing countries
as a result of Westem modernisation through information systems largely fails to

understand, capture, and explain using Hofstede's framework.

In many developing countries, organis-ational adoption of techno-scientific and
gconomic rationalities of technologies has often been stifled by their perceived
incompatibility with traditional value systems, belief systems, and cultural practice
(Brodnig & Schonberger, 2000). This incompatibility can lead both management and
employees to a loss of meaning, anomie, alicnation, and a loss of cultural identity
{Habermas, 1987b, 1984). More importantly, socio-cultural ‘lifeworids’ are often
suppressed especially those eppropriate for industrial preduction using information
systems in modemity (Peter, 2000). Above all purposive raticnal economic and
administrative action have become independent of their moral foundations (Habermas,

1984).

This incompatibility, between Western techno-scientific and economic rationality and

socio-cuitural lifeworlds and their socic-cconomic and political contexts in developing
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countries, plague many information systems development and implementation projects
(Brodnig & Schonberger, 2000; Avgerou, 2000; De Boer & Walbeek, 1999; Jayasuriya,
1699; Waema, 1996; Odedra-Straub, 1996; Avperou & Comnford, 1995). Many of the
failed information systems projects are constituted within the techno-scientific and
economic rationality of development and knowledge, which stemmed from Western

societics' experience of modernity (De Boer & Walbeek, 1999).

In the context of developing countrics, the techno-gconomic rationality of Western
modernity which is instrumental in narrowly defining a series of problems and
determining their solutions, proves to be unsuccessful in streamlining people’s
behaviour {Avgerou, 2000), Real changes in social systems such as information
systems development need to spring from social context and historical experiences in

developing countries (Avgerou, 2000; Jayasuriya, 1599).

Korpela, Soriyan, Olufokunbi and Mursu (1998} suggest that information systems
development must be alipned with national cultures and local practice. Another study
of Palvia and Hunter (1996) suggest that promoting one methodology or a single
technique for development of information systems, within multinational organisations
operating in developing couniries, is not necessarily a good idea due to culture
differences between headquarters and branches. Specifically, information-sharing
systems are not generalisable or transported across borders {Ein-Dor, Segev & Orgard,
1993). Socic-economic and political issues in a developing country are important and
can decidedly influence the development and use of information systems (Waema,
1996; Walsham, 1992), and effective manapement and information systems
development require creativity, largely driven, by the interests of an organisation's

participants (Ciborra, 1991).
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Korpela el al. (1998) suggest that the *nuts and bolts® of information systems arc Jikely
to be the same in industrialised and developing countries, but the users and
preconditions differ.  The information systems development methods and
methodologies need to be adjusted from country 1o country to take the sacio-ecanamic
and political differences into account (p. 276), because every problem situation in

which a participant in systems development engages is situated within a social context.

Such innovative ideas compelled information systems researchers to explore alternative
approaches to the dominant positivist approach for information systems development iﬁ
developing countries to suit the needs of these countries (Thanasankit & Corbitt, 2000}.
Information systems must be developed with an understanding of local factors (Barker,
1993), because culture, value systems, beliefs, myth and so on are unseen, and implicit
in ‘lifewotlds® understandings, They often come most dramatically to the surface when

. change at a technical or sccial level are suggested or implemented (Laughlin, 1987).

4.3 Social Context in Sri Lanka

&

Sti Lanka is an island in the Indian Ocean. It w)_is ruled by Sinhalese Kings for more
o

than two thousands years, followed by 500 years of Portuguese, Dutch, and British

colonialism, S Lanka (then Ceylon) won independence from the British in 1948,

Presently, the country is a democratic socialist republic with an executive presidency
and Westminster-type Parliament. Since independence, two major political parties
governed the country: United National Party (UNP) (regarded as the most right-centred

party) and the Sri Lanka Freedom Party (SLFP) (regarded as the most left-centred
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party). Additionally, there arc about twenty-five minor political partics currently in
operation in the country. Ruling power of the country has shifted beiween the two main
political partivs with the introduction of remarkable changes in the spliere of state
affairs since independence. However, revolutionary social and economic changes were

brought aboul due to the 1956 and 1977 clections.

In 1936, the People's Unitcd Front {(PUF), a coalition of the SLFP, formed a govemment
under the leadership of S.)W.R.D, Bandaranayaka. Their election victory unleashed new
| forces hitherto held in check by a colonial-style bureaucracy operating within relatively
detached political processes {(Wilson, 1977). The PUF fought for social reforms to
restore age-old coltural, relipious, economic, and sccial values in Sg Lanka
(Yodhasinghe, 2000}, It broke the prevailing laissez-faire state economic doctrine and
led to Sri Lanka becoming a mixed c¢conomy with an emphasis on state-controlled

sectors (Wickramasinpher & Hopper, 2000).

In 1977, UNP, the main right-centred political party won the election on a manifesto -
committed to the liberalisation policies of its leader, J.R, Jayewardena, They introduced
major changes for monetary and fiseal policies, science and technology, exchange rates,
trade and balance of payment policies, and the privatisation of the public enterprises
(Abeysckara, 1984), These reforms remarkably changed the socio-economic life in S0

Lanka (Indraratna, 1992).

Sri Lanka is presently a plural, multi-cultural society with a persistent caste system
(Samaraweera, 1977). The population is about 18.8 million, There are three main ethnic
groups, (Sinhalese 74%, Tamils 18.1%, Moors 7.1%) Sinhala and Tamil languages are

used for official purposes whilst English is considered as a link language (Gunasekesra,
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1999). Although Sinhala and Tamil languages are prnulm'mcd as official languapes,
I
maost of the higher rank officials in the government organisations and the majority of

W

'.‘\ 1 . B .
employees in lh{. private sector urgnniéntions (not privatised) use English in all forms of

-
. ‘|

comnunication,

The majority of Sinhalllé‘:sic. follow Buddhism (69.3%), but other religions such as
Hinduism (15.5%}.. Muslim (7.5%), and Christian (7.6%} also receive an equal
recognition.  Per capita income in Sri Lanaka is $823 per annum while inf]ution
remains at a rate of 7.3%. The unemployment rate is 10.4 % of the labour force but the
literacy rate remains at 9].8%, the second highest in South Asia region. Economic
growth rate is 4.7% (Cenwa! Bank of Sr Lanks, 1998). Abou}_. 1.2 million families,
recei\;re {about US$ 10 per month) subsidiary benefits from the m;;ljor welfare program-
‘*-Sz;murdi"- launched by the government (Ratnayake, 1999). 1\
T_hg.Sinhalese and Tamils claim distinct cthnic identities with respect to their history,
ianguagc, and religion. For over two decades the struggle of Tamil Tigérs' for a
separate state drained state resources {i.c. 26% of GDP in 1998) and consﬁained
development‘ The war between official troops of the government and Tamil Tigers
"killed ahout 90,000 persons including innocent civilians and the war still continues, The
efforts of both present and previous governments to arrive at a politically negotiated
solution with the Tamil Tigers have failed up till now, because the Tamil Tipers
renounced discussions with the government. Mediation from foreign governments such
as.'lﬁ'om Norway, to bring thesc parties together has been so far failed. Moreover,
norrﬁa] life in riajor cities such as Colombo is at a risk due to unexpected atlacks such

as suicide bombers from the Tamil Tigers..
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The economy is largely agricultural (84%5), but current development pelicics continue to
emphasise markels and industrialisation (Indrarathna, 1992). Sri Lanka is located
physically and cuiturally in South Asia but, being a trading colony, it has diverse

langunges, literature, technolopy, arts and crafts, customs and beliefs (Peris, 1977).

Colonialism introduced urbanisation, but Sri Lanka culture is still largely village
oriented, traditional, cthnocentric, and rooted in the institution of Kingship (Wriggins,
1960). The later began in 543 B.C. with the first King Vijaya and ceased when Britain
annexed the last Kinpdom in 1815, The Kingship institution permeated Sr Lanka
society {Kapferer, |988}, containing three elements ceniral to Sri Lanka traditional
culture These elements were an agricultural economy, a caste system, and a Buddhist-

Sinhalese ideclogy (Paranavithana, 1961).

An effective apricultural economy underpinned the emergence of Sri Lanka's
institutions (Paranavithana, 1961). Villages emerged alongside rivers and artificial
reservoirs. Land and water were th'{I: major forces used in agricultural production. The
agricultural economy was normally self-sufficient {Adagama, 1997). The role of Kings
was to maintain this selfsufficiency (Nicholas & Paranavithana, 1961), As the owner
and controller of land and water, the King was responsible for efficiently providing both
for agricultural development. The King financed this through toxes on lands and water,
and was entitled to the free labour of the subjects, The King's powers operated through
traditions and custoras, which entailed considerable ceremony (Silva, 2000; Moore,

1985).

Practice and beliefs associated with Kingship, which arc family based and involve

relations between land, landowners, and farmers, continuc today in agriculhiral villages.
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In Weberian (1947) terms they were basically family-bused economic structures of
traditiona! sacictics. Land is a scarce resource with ownership concentrated amongst
aristocratic familics, Buddhist temples, and somc pgovernment servants. Owners
cultivate their ficlds for their own profits: tenant farmers working on a share-cropping
basis cultivate others. All use traditional farming operates with simple instruments and
cultivation involves all family members. Yields depend upon the guality of soil and
secds, rainfall, and the degree of protection of crops from animals. Farmers usually
orpanise their cconomic activities around continuing traditional rituals deemed crucial
to villages' every-day life. Villagers are reluctant to change their cvery-day life with the

change of modem technologies (Wickramasinghe & Hopper, 2000).

Cultural practice and customs such as starting the season at auspicious times, praying
for better harvests, respecting tools, cercmonially celebrating the harvest, are still
prevalent, There was little scparation between those that worked and those who owned
capital although some aristocrats paraded their wealth. The harvest was mainly for
farmers' own consumption with any excess being exchanged with neighbours in a

traditional barter system {Wickramasinghe & Hopper, 2000).

The agricultural production process was not subject to particular control or the exercise
of political power relations with ordinary vil]agérs. Communication was embedded in
cultural values, customs and heritages. Villagers worked on mutual understanding with
each other. Cultural collusion and integrity was deemed to have been maintained
through consensus, which prevailed in every day affairs. Villages paid little attention to
market concentrations of with other domestic affairs being dc:_:_mcd to be more crucial

{Wickramasinghe & Hopper, 2000).
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Women in these social units were expected to be invalved in child caring, cooking,
helping on the farm, and abeve all, respecting and helping their husband with rice
cultivation. Villagers were tied in to extended family relations. The father, being the
head of an cxtended tamily, had (he respensibility of caring, feeding and bettering the
family., The father's decisions were hardly challenged by the family, Day to day life
proceeded on mutual undcrstanding and consensual manner, which still remains part of

the culture,

Every cne vnderstood the ordinary language used for communication. The whnle.
family worked together to raise money if the family wanted additional income to
maintain their lives. Thus day-to-day life was embedded in work values: agriculture,
family refationships, and Buddhist cultural ceremenies, as it had been for centurics,
Industrial activities, in so far that they existed, were marricd to the traditional culture -
the most prevalent practice was the reciprocal understanding of actiens by each other.
All the interactions in the agricultural society were enacted within the context of a

commonly experienced "lifeworlds.’

Social relations in the village were centred on feudal cast-based family structures that
originally classified pcople according to the service rendered to the King. The King's
extended family constituted the highest caste (Geiger, 1960; Paranavithena, 1961),
political and religious counsellors and astrologers formed the sccond rank; end other
ranks were based on people's crafts and occupations such as cultivation, smiths, potters,
barbers, tailors, drummers, and washerwomen. Role differentiation of these people was
not based on specialised skills. Singie households of a man, wife, and children were the
. basic socio-econemic units within extended family relations that included prand parents,

cousing, uncles, nephews, anu nieces. The cldest male was predomirantly a decision-
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muker on cconomic issues, The family unit promoted social unity and individoal
esteem, as one's social status was largely derived from one's caste identity rather than
individual achievements, This system of social structure was matntained through
marriage, occupation, ceremonics, and social gatherings (Wickramasinghe & Hopper,

2000).

Supporting this sacial structure was & we!' snderstood system of status and mutual
obligations between families and neighbours go;e.rned by trust rclationships. For
example, employees in a paddy field were normally family members, though in the seed
showing and harvesting seasons neighbours help on a basis of aththam. This is where
ncighbours worked for other farmers in 2 reciprocal relationship witheut any wage
nepotiations. On the workdays in question the farmer provides cutside employees with
sufficient food and drink. Women were busy serving, helped by their children,
grandparents, and relatives. Each working session was a cultural ceremeny (Ariyaratne,

1959},

Unlike capitalist industrizl organisations, secial relations were formed not for extracting
surplus labour for realising the objectives of owners in a detached labour relation and
political process, but to maintain traditional ways of living (Hindess & Hirst, 1977). The

village was, and still largely is, 2 social organisation linked by reciprocal relationships.

People were conscious of one another's lives, Villagers take pains to meet requests to
participate in activities ranging from farming to cultural ceremonies. Unlike a capitalist
society, such human actions (communicative actions in Habermas's terms) are perceived
as being part of village life rather than constituling distinet production relationships,

cconomic calculation, price payments and wages. Indeed, unlike a capitalist society,
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work and leisure, work and family, and economic and social relations were not
distinctly scparatcd but interwoven in day-to-day life in a system of reciprocal

relationships { Wickramasinghe & Hopper, 2000).

The ancient village culture had been based an deeply rooled value systems  (Silva,
2000). The political problem-solving unit at village level was called a "Village
Council®, the purpose of which was lo resolve day-to-day village problems such as
boundary disputes of land plots and other forms of disputes of villagers in the village.
The functions, responsibilities and the ways of solving problems by the Village Council

were not documented but governed by norms embedded in the culture,

The collectively available situation interpretations were stored by ail participants and
could be narratively called upon when required. This social grammar v/as reproduced
as a whole in every single interaction with other members in the socciety. By
implication, the process was understoed by every person in the village. The trust and the
mutual understanding of human actions werc vested in the customs and traditions,
which formed the fundamental ideologies of human behaviour (Ariyaratne, 1999).
Villagers solved their problems by recourse to core Buddhist principles such as agreed-
upon consensual truth, equality, selflessness, no objective truth as such which could be

grasped by reason alone {Amarasekera, 2001},

In fact these were the core values which formed the culture of Sri Lanka (Amarasckera,
2001; Ariyaratne, 1999). The idea of the chief of the village council was neither to
contro} fellow villagers nor 1o gain personal status but to facilitate the solving of day-to-

day problems for better life, The social structurc was stamped by prestige. The Village
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Council functioned as an autonomous entity al the village level (Adagama, 1997). This
systent of council worked on a fumily model and was committed 1o its own partially

independent process of development at the village level linking the whale saciety.

Buddhism was, and still is, central 10 Sinhalese culture. Sri Lanka’s culture is the
expression of civilisation built by the majority cthnic group, the Sinhalese over
thousands of years (Amarasckera, 2001). Sri Lanka Kings had to be Sinhalese-Buddhist
and their role was to protect the Sinhala-Buddhist nation {Silva, 2000; Sencvirathnae,
1996). This tradition had been constant historically, was homogencous throughout
Stnhala villages (Kepferer, 198§). P::ople in the villages were (and still are} rcligious
and believed those natural disas;ms such as deaths, floods, or drought could be averted
through cultural ceremonies. Buddhist festivals such as vesek (full moon day of May in
each year associated with Buddha's birth, enlightenment, and death} were, and still are,

celebrated intently as an integral part of peoples' lives.

People in the villages maintained important Buddhist customs, such as not working en
every full moon day and not harming animals through rice cultivation on every full
moon day (Wickramasinghe & Hopper, 2000). Buddhists believe in predestination and
reincarnation. According to Buddha's teaching, one’s future state depends upon one's
behaviour in the present and previous souls (Kerma). Thus there is no way of refraining

or escaping from suffering except by diminishing desires (Sekhera, 1995).

Such beliefs, and the fatalism so engendered, do net tally easily with modern creeds of

self-improvement, change, efficiency, effectiveness, and market models presumably
being adopted in developing countries, such &s in Sri Lanka. These market models

largely followed a Western positivist approach which is based on the doctrines of
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technocratic-seicntitic and economic rationality or purposive rationality of management

in organisations {Wickramasinghe & Happer, 2000).

Although villagers do waork for and appropriate econemic gains, this neither dominates
daily activity nor is it nccessarily linked directly to individual actions. People often
perceive their poverty from a karma perspective and consequently do not actively seck
ways to improve economic activities with the belief that “more desire for accumulation
of wealth leads to the extension of [undesirable] life” (Sekhera, 1995). Instead peeple
use religious ceremonies within the village to 'collect good account' for the forthcoming

life in the next soul.

Human action is purposefully geared towards overcoming miseries through the teaching
of Buddhism and this process is enacted in their day-to-day lives (Wickramasinghe &
Hooper, 2000). Such ideas are the major obstacles to transformations of developing
countries such as Sri Lanka through computerised information systems ard their
development or otherwise, Monks and well-established religious culture were, and still
| are, powerful antidotes to non-conformity. The modemn day discourse such as
encouragement, efficiency, and systematisation are far from the normal life style of

.1 Sinhalese villagers (Foster, 1961).

This traditionally deep-seated culture in the traditional villages began to change due to
Portuguese, Dutch, and British colonialism which began in the carly 16" century
(Adagama, 1997). During these calonial periods, the agricultural society changed into a
commodity-based export and import economy. Political domination became the
crystallising nueleus of the state. The colonial states mediated the lives of people acting

as an arbitrator through administrative organisations. However, the new political order
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of the colonisl states was incompatible with the social structures of the agricultural
society. The state increasingly mediated the traditionally estsblished customs, social
value systems, =nd living patierns of people including their day-to-day lives through
institutions, administration, cducation, relipion, and law. This process constituted a new
legality and rationality, giving rise 1o the formation of new social structures based on
Western values and culture. The traditional ways of life increasingly surrendered when
the state introduced purpasive rational actions and the central functicns of power and

control of human life in the villages (Adagama, 1997).

The colonial ruling system of control in S Lanka (before known as Ceylon) developed
an elite social class who imitated and embraced modemisation programs styled on the
Western countries. This social class enjoyed wealth and power at the expense of the
ordinary people. Education, often in English, was limited to a privileged group, most
rotably students from the elite class that were trained in Western ways and held posts in
the administration and catered for the need of the colonial states (Yodhasinghe, 2000).
Administrative systems were constituted on bureaucractic, scientific and rational
principles. This system of administration relied upon the creeds of capitalism and
managers trained in these western principles to buttress the status quo (Gunatunge,
1994),
i :

8ri Lanka gained independence from the British in 1948. Post-colonial politics spawned
modem ideologics, often derived from the West, embracing education, industrialisation,
and changed social attitudes to urbanisalion. The ﬁlﬁtional ideological pressure to
modzrnise and industrialise began in the late 1950s following a balance of payment

crisis. It was part of the country's then industrial development policy of import-

~ substituting industrialisation (Vidanapathirana, 1999). This included a program for
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industrialisntion based on public ownership (Lakshman, 1976) leading to the foundation

of SOEs under the state ownership,

The rationale for such SOEs were outlined by the Committee for Public Enterprises as
follows: "These veniures had a long gestation period, a hiph risk element and required
tremendous venture capital” (Karunatilake, 1987). The SEOs were expected to fulfil
certain social obligations:

(a) To make goods and services available at Jow cost to the public

{(b) To assist regional development

{c) To ereate employment

{d) To induce industrial disq.F..].)Iine among employees.

These objectives were imp'luiemented in the cxisting political culture of the country.

Seme of these state owned-manufacturing enterprises were established in rural villages.

The proliferation of SOEs continued from 1960-70. The size of the SOEs as a share D_f
GDP increased from 5.7 per cent in 1961 to 12.2 per cent in 1974 and to above 15 per
cent in 1977 (Lakshman, 1979). The contro! siructure of SOEs stemmed from statutery
documents regulating from the State Industrial Corporation Act No. 49 of 1957 and the
ten-year plan of 1959. This defined a public corporation {public enterprise), as a legal
entity owned by the government with considerable financizl independence within a
system of accountability to the public through parliament. The assumption was that

public corperations could be controlled by a "universal model” (Amarasinghe, 1978).

Formally the control of public enterpriscs embodied a philosophy of legal-rational
principles and burcaucracy (Weber, 1947), that owed much to the statutory corporation

medel underlying the structure of British nationalised industrics (Kelegama, 1991).
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Management principles followed the tenants of scientific management principles.
Accountiug systems, such as organisational budgets were used as instruments for
controlling the aciivities of comporations. The systems were largely manual, Computer

based information systems did not appear up until this period, in the late 1960s,

A left-centred government came to power in 1965 uncommitted to cxpanding public
sector enterprises: instead they sought to encourage small and medium sized private
firms (Karunatilaka, 1987). Managerial issues in public enierprises were low on their
apenda despite the large amounts of public finance diverted to this sector
(Balachandran, 1977). When another left-centred government entered power in 1970,
committed to expanding pubtic enterprises, they inherited an "empty Treasury" (Budget

Speech, 1970) and an incipient financial crisis.

This situation resulted in introducing a legal framework to contra} public finances in the
public Finance Act 38 of 1971, which required public corporations to have budgets and
associated financial procedures in an attempt to bring economic rationality principles to
the sector {Kelegama, 1991).

Thc use of computers in corporations began in the late 1960s when the first cnmput;:}
was installed at the State Engineering Corporation, which was followed by the
Insurance Corporation, the Petroleum Corporation and the Department of Census and
Statistics. The rationale for introducing computerised information systems to the 30Es
was o efficiently monitor and control government funds, while exerting close control
over the workforce. They were largely installed in Accounting Departments to process
payrolls and prepare accounting documents on a batch-processing basis. Managers used

budgets to control employecs by committing them to production targets. The cfficicncy
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criterin uscd to judpe the success of corporations, Howcever, paradoxical social
movements within corporations emerged. The budgets provided production largets and

monitors but they were difficull to implement.

Employees' cultural resistance remained and became inflamed by an economicaily
rational and unduly purposive-rational actions of bg_reaucrats {(Karunatilaka, 1987).
Thus the modernisation efforts attempted through the SOEs model of government using
computerised information systems development, proved unsuccessful due to resistance
stemuming from socio-cultural values, economic and political context in Sri Lanka,

In 1977 a new government introduced murket-based open economic policy (Colombage,
1993). The initial reasons for State ownership had come to be seen as unimgortant,
Technological advances required the introduction of computerisation and market forces
into previously monopolistic business areas swch as Cement manufactuse,
telecommunication and electricity. The election of a right-centred povernment
committed to market cconomics was a separation in Sri Lanka politics and brought

fundamental changes to the industrial development policy (Karunatilleke, 1993).

Policy makers now promioted a moere sompetitive environment in an attempt to induce -
greater organisational efficiency (Kslepama, 1993). Stimulated by IMF and World Bank
initiatives towards a policy of privatisation; the government perceived public enterprises

as a burden upon the economy (World Bank, 1987).

In general the government hoped to privatise inefficient enterprises. However, the
pelicy stipulated that enterprises that were visibly profitable should be given priority in

order to make privatisation programme attractive. Two important legislation acts were
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enacted to support the privatisation, the Conversion of Government-Owned Business
Undertaking inte Public Corporation Act, No, 22 of 1987,2 and the Conversion of
Public Corporation or Govemnment Owned Business Undertaking into Public
Companies Act, No. 23 of 1987. Thesc enactments were made in order to provide the

legal framework for the "commercialisation” of SEOs (Kclegama, 1997).

The government changed the name of the privatisation into ‘peoplisation’ to atiract the
imagination of lower middle class voters. The UNP manifesto of 1988 stated that
peoplisation would be used as a strategy to achieve management recovery and
rehﬁbilitation of public enterprises. Accordingly, peoplisation signified an attempt to
introduce commercial norms inte public enterprises by converting them to public
. companies and subsequently by transferring their ownership to the employees and to the

public in addition to the corporate investors (Kelegama, 1997).

Thc. objectives of privatisation programme were:

1. To reduce the fiscal burden and to permit industries to raise funds from the capital
market

2. To increase competition and efficiency which, in turn, would induce techrological
modernisation and lead to better consumer service

3. To encourage widespread share ownership in the society

4, ‘To create an enterprise culture (Kelegama, 1997, p. 457).

The government introduced a separate unit under the Ministry of Industries to expedite
the privatisation programmes. The World Bank funded the unit. In 1989, the name of
the unit changed Company from Public Investment Management Board into Public

Management Investment. In 1990, the unit transfereed to the Ministry of Finance due to
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slow progress made by the PMIC (Jayewardena, 1994).  its role was to provide
institutional leadership 10 the privatisation process by preparing SOEs for privatisation

and by maaaging them til1 divestiture (Kelegama, 1997).

As part of the privatisation processes the following various measures were undertaken:

1. To strengthen the capital market

2. To facilitate labour retrenchment and compensation in public enterprises

4. To reform the taxation structure to create and maintain environment conducive to
privatisation

5.. To facilitate necessary regulatory activities (Kelepama, 1993),

However, the authorities did not provide information to the public (Jayewardena, 1994)

assuming that the move would be opposed. The povernment controfled the flow of

information to the public to reap the benefits of privatisation, Even nowadays the

govemment censors information. As a result people do not trust the truthfulness of

government cfforts, particularly the privatisation programme.  Moreover, negative

response by the public towards privatisation was silenced through the use of state power

such as the suppression of public participation in discussions.

In the implementation of the privatisation process, priority was given to those investors
who had the ability to introduce capital and technelogy into the enterprise and to
provide access to forcign export markets, The rationality was that the issue of all, or the
majority of _shares, to the public was n:t a visble option to achieve the priority

objectives of technological modemisation {(Kelegama, 1997).

In the offer of sale of shares, 10 per cent was gifted to thé,[:employees of the enterprise

on the basis of the length of their service, 30 percent to the public and the 60 per cent to
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corporale investors on the basis ol open tenders and competitive bidding. It seems that
the real motive of offering shares to the employees was to evoid employcee resistance for
the privatisation by giving them token owncrship of the privatised cnterprises

{Kelegama, 1997, p. 463).

By 1994, most of the privatised enlerprises were not relatively large in value. For
example, 22 enterpiises out of a total of 43 valued at less than Rs. 100 million. Five
enterprises were valued over Rs. 75¢ miltion, one of which was the NCCL Company.
The total estimated earning was accounted for 12 billion. This amounted to 2 per cent of

'GDP and 10 percent of state revenue. The investors came from both domestics (Rs. 5.25

. bi]]iién) and foreign (Rs. 4.07) sources in the case of the sale of the majority share

holding. This was in addition to what was realised from public sharc flotation (Rs. 2.5
billion). Forcign purchasers of shares in privatised enterprises came from a range of
countries including Japan, South Kerea, India, UK, Singapore, Honp Kong, Pakistan,
Switzerland and Norway (Kelegama, 1997, p. 466).

The profits of privatised enterprises have increased with the modernisation and

technological upgrading including the introduction of new information technelogies. It
i

""fj-:- teported that onc of the privatised companies (of the 43 that were sold all went to

corporate investors) appears to have come up with the record of best performance after
privatisation. This information led policy makers to emphasise the importance of having

a single investor to create strong management performance (Kclegama, 1997, p, 467).

International donors, such as the World Bank and the international Monetary Fund,
made foreipn 2id conditional on the pace of implementation of privatisation. Moreover,

pressures from these donors forced the government to privatise profit making S8OEs
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such as NCCL and St Lanks Telecommunication, The government used money from

the sale of such profit-making SOEs 1o reduce snnual government budget deficils.

Although the modernisation efforts with open market principles led the public and
employees to oppose the government policy, the process still continues. For example, in
the parliament, the apposition partics questioned the process adopted in privatising such
SOEs as Air Lanka, Gas, NCCL, and Telecom enterprises. Certain Ministers were
charged with corruption. The government did not impose any social obligations or any
_ other restrictions on private owners in the management of SOEs. This was ene of the

reasons leading to greater profitability of firms after privatisation (Jayewardena, 1994},

Nonetheless, the regulatory framework prepared to manage the yrivatisation does not
address crucial socio cultural lifeworlds problems such as the waditional value systems
in Sri Lanka. Rather, these legal frameworks enacted by the govemnment and other
fiseal and infrastuctural facilities were based solely on Westem—type narrowly
purposive-rationalist principles such as base-linq___'i;lcconting. The above processes were
established to support those who were in power .;0 as to realise their rational objectives

often at the expense of employees and the g{_:_'.l’i:ral public (Kelegama, 1997, p. 467).
4.3.1 Socio-Cultural Lifeworlds

Cultural anthropology and history have produced a substantial literature on
transformation in developing countries that mesﬁ;.as together cultural, politicel, and
economic factors {e.g. Nissan, 1997; Danniel, 1997; Schwatz, 1997, Kaferer, 1988,

Williamms, 1981, 1958; Althusser, 1970). These researchers, often rejects positivistic
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selence, understand culiure as an important, independent (actor in historical and socio-

cconomic analyses of change and knowiedge creation,

McCarthy (1996) defines knowledge as "any and every set of ideas and acts aceepled by
one or anether social group ot society of people - ideas and acts pertaining to what they
accept as real for them and for others™. Radnitsky (1970, p. i) has provided such a
broader view: “we conceive of science essentially as a knowledge improving

enterprise”,

Knowledge in this sense is not limited to what can be learned from cmpirical data“
collection or mathematical deduction, in positivis:t sciences, but includes all human
insight and wisdom that can be exposed in morale discourse (Klein &. Hirschheim,
1995). Knowledge is a matter of community acceptance. The criteria for acceptance are
an agreed set of conventions that must be followed if the knowledge is to be accepted by
the community. The sct of conventions is not arbitrary, as in positivist sciences, but is

well thought out and historically produced knowledge claims.

In any society there are a myriad knowledge claims, Habermas contends that theory
which should be accepted are those which can be supported by the force of better -
argument (Habermas, 1984). The body of thus accepted knowledge claims forms an
agreed best understanding by a community at a particular point of time (Goles &
Hirschheim, 2000).

In Habermas’ss understanding, knowle.d.ge 15 grounded in ‘lifeworlds.! The working

premise is that socia reality is in process and is formed out of the prevailing knowledge

of a society or group of people, In order that knowledge be a convention, it should be
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related to socictal narms, expectations, values — which is used to ¢ngage in a scarch for
understanding (Goles & Hirschheim, 2000). The socialogy of knowledge is thus the
sociolopy of culture, values, beliefs, and myths redufined and represented as a synthesis
between the "social determinants® (i.e. knowledge is socially determined) and the social

"orderers” (i.e. knowledge constitutes a social order).

The social reality is not a secial facl, in its own right, but something preduced and
communicated, its meaning derived in and through these systems of communications
(McCarthy, 1996). 1t is the “greater sutonomy" over how people in a sociely are
represented and how they can construct their own social and cultural models. In
developing nations, social reality form an inertia which prevents to some extent, a take-~

over by Western epistemics and historicity (Escobar, 1993).

Snyder (1978 cited in Goles & Hirschheim, 2000} discusses science as “ something that
people do. 1t is not a particular set of assertions or theorics, but 2 set of activities that

may or may not produce organised theories™,

Science, for all intents and purpose, is a problem-solving vehicle. Science “essentially a
process of consensus formation”™ (Anderson, 1983, P. 25 cited in Goles & Hirschheim,
2000). . The consequence of this conception of science is that virtually any scholarly
attempt at acquiring knowledge could be construed to be “science®. it is important to
note this notion of science places the emphasis of knowledge acquisition on the
“community” (Goles & Hirschheim, 2000). Truth knowledge is therefore a communal
achievement. It is what the community agrees 1o bestow the label of “knowledge™ or

“truth” upon {(Goles & Hirschheim, 2000).
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In traditional Marxist analysis, ideology is an element of supra-structure and the role of
cultore s de-emphasised. For Marx, culture was just azn ingignificant factor that
belonged to the supra-structure while productive materialistic forces formed the

infrastructure on which that supra-structure rests (Amarasekera, 2001).

In the face of cultural analysis, such economic determinism is questionable. [f ideology
is lhe: formal and conscious beliefs of a class, or other social groups, then cullulre must
be the ground for ideologies. Thus culture is more fundamental than ideclogy and
culture (s a pre-existent and ubiquitous preunderstanding as recognised in Habermas's
conceptuatisation of communicative action {1987a, 1987h, 1987¢, 1984} and William's
neo-Marxist conceptualisation {1983, 1980, 1958) which place culture as fundamental
to social systems. In this respect, culiurc remains as an important supra-structural
phenomenon and ideology should be undersicod as one of various socio-cultural

reproductions.

In his analysis of ‘lifeworlds,” Habermas (1987b, 1979) identifies culture as the first
structural component, defined as "the stock of knowledge from which participants in
communication supply themselves with interpretations as they come {o an
understanding about something in the world”.  Culture significs a "shared
;nderstanding“ of actors in communication, a "state or habit of mind" giving rise to a
"way of life" and "a general reaction to a general and major change in the conditions of
our common life" (Williams, 1958). Culture encapsulates patterns of meanings of
distinct peoples or other social groups (Palmer, 1994), including the processes of giving
meining to structure, power, identity, and values {Althusser, 1970), Thus culture creates

a particular "social order” in which cultural practice and cultural reproductions are the
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main elements through which paricipants regulate their memberships in social groups

and thercby seeure solidarity (Habermas, 1987k, 1979},

Culture is a sipnifying system through which a social order is communicated,
reproduced, experienced, and explored (Williams, 1981). Interest in the problem of
meaning is linked to a methodological framework that is neither causal nor explanatory
but semiotic, The semiolic study of culture is directed towards the study of symbolic
and signifying systems through which a social order is communicated and reproduced,
These signifying systems and social practice are what make up a culture and it structure -,
of meaning (MecCarthy, 1996, p. 20). It involves the study of the general context and
culture of communication and the shared assumptions underlying communication and

understanding (Beynon-Davies, 1994).

The study of ‘lifoworlds’ is crucial for understanding the role of information
techmology and information systems development in social transformations in
organisations in 8ri Lanka. Capitalism and industrialisation has penetrated Sri Lanka
unevenly, leaving important segmenis rclatively free of Western domipation and
allowing traditional cultural practice, value systems, beliefs, and myths to survive and
predominate, These socio-cultural ‘lifeworids’ may see as major inhibitors to a wider

application of emergent Western knowledpe throuph inforraation technology,

Thus socio-cultural practice associated with a non-western societies, such as Sti Lanka,
provide the starting point for understanding the development of information systems
through information technology and whether or not they become subsumed into a non-

western or a Western culture.
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4.4 Modernisation through Science and Technology in Sri Lanka

A nueleus of modernisation, especially throuph scientific and technolopical activities,
bepgan to appear in an organised fashion in Sri Lanka during the 19" century within the
Department of Agriculture and the crop rescarch institutions through the Tea Rescarch
Institute, the Rubber Research Institute, and the Coconut Research Institute {Wijesekara
& Wijesekara, 1999). First, these scientific and technological activitics were directed
towards scrvicing the requirements of British colonialism. Later, these activities
expanded into other institutions such as government departments, corporations, and
universities after Sri Lanka gained independence in 1948. A commitment towards
modemisation through scientific and techmological activities appeared in policy
formulations of all the governments clected after independence (Wijesekara &

Wijesekara, 1999, pp. 400-14).

4.4.1 Modernisation through Information Technology

The use of computers in Sri Lanka began in the late 1960s and the eatly 19703 when
certain state corporations and depariments introduced computers at work for processing
financial activities such as payroll, inventory, financial, and cost accounts on baich
processing basis.  The rationale for introducing computers to the state enterprises was
the efficiency principle app!ied to the monitoring and controlling of government funds.
Generally, during this peried, information systems development and practice was
largely od-hoe, with software vendors providing systems for state corporations and
departments. These systems produced in developed countries mainky the USA and the
West, are promoted, sold, and served by agents in Sri Lanka. The siaie organisations

were mainly ¢oncerncd with the reliability and aceuracy of data maintained on their



131

systems, Many of the state sector organisations began their computerisation projects
with little in-house capabilitics (Sumaranayaka, 1989). Conceniralion was given to
hardware acquisition rather than developing nccessary informalion  systems
infrastructure in-house. A number of projects introduced in this way did not have a
significant impact on the improvement of performance of government corporations and

departments in Sri Lanka,

However, the expansion of computer application for commercial and administrative
purposes in Sti Lanka began with the liberalisation of the economy in 1977, resulting in
more computers being used fer finaneial and business applications. For example, in the
1980s, service orienied organisations such as Banks and most of the private sector
institutions  introduced  information technology for commercial activities

{Samaranayaka, 1999).

4.4.1.1 Government Policy on Information Technology

In the mid 1980s, the necd for a national computer policy for Sri Lanka was recognised,
As a result the govermment established the Compuler and information technology
Council of Sri Lanka (CINTEC) by an Act of Parliament in 1984. The national
information technology policy objectives as stipulated by the CINTEC, involve the

following:

{a) To hamess computer technology in all its aspects, for the benefit of the
people of Bri Lanka, and to further the socio-economic development of the
nation;

(b} To promote and guide the development of computer-related resources and
their application, to anticipate and mcet the future needs of the national
economy;

(¢) To enhance and supplement manpower resources and increase the efficiency
and productivity of management and employees at all possible levels;
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{d) To improve the quelity of life of the people of Sri Lanka, including the job
satisfaction and working, conditions of employecs;
(&) To increase the tlexibility and dynamism of Sr Lanka society 1o enable il to
successfully mecet the challenges of the future, adsing from the cver-
increasing pace of world wide scientific and technology. (CINTEC, 1984)
These initiatives gave wide seope for information technology being used within both
state and private sector organisations in the country. The apparent motivation was, and
still is, the vationalisation of work practice by the use of information technology, rather
than cost displacement {cost displacement is realised by substituting technology for
people, see Davis, 1992, p. 384), For example, in 1986, the Administrative Reform
Committee of Sri Lanka recommended the extensive use of manapement information

systems and information technology to ensurc cfficiency in the state sector

organisations for rapid socio-economic development (Samaranayaka, 1999).
4.4.1.2 Information Technology for Socio-cconomie Development

Information technology was, and still is, deployed in the context of enterprises striving
for efficiency, productivity, and competitiveness in a liberalised raarket economy in Sri
Lanka. Itis conceived as one of the most significant forces of modernisation that drives
a "technology push” for socio-cconomic development in the country (Samaranayaka,

1988).

The development of the information technology sector occupies a very important
element in the annuat budget (Budget Speech, 2001). The implicit assumption is that
information technology will promote socio-economic development. Foliuwing this
assumption, over the last two decades, Sri Lanka government has crcated an

environment to promote information technology use in organisations through various
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policy mensures. For example, the government has removed tariff embargoes on

imports of computers and computer-related accessories. Cerlain companics on

" information technology rclated business, which engage in such areas as development of

software for foreign markets, have been pranted permission to operate in the Free Trade

Zones (FTZ).

Significant progress was made in the application of digital technologies in S Lanka
during the 1990s, Telecommunication infrastructure developments through
liberalisation have included an increase in land phone users (36 people per telephone),
cellular telephone services organisations (currently 4 companies offering a combination
of analogue and digital nctworks), paging services (S operator companies), Internet
service providers (9 companies), and implementation of medem communication

technologies such as integrated services digital network (ISDN}, Frame Relay, and very

-5, small apertuce terminal (VSAT). There are five web site providers, who operate as

3
{'rescl]crs of licensed operators (Kularatna, 1999).

.

Pfesently, about five organisations are engaged in e-business and about 17214 e-mail

and Internet subscribers (Central Bank, 1999). The development of telecommunication

_ infrastrzetyre signifies an indication of the "emerging digital economy” in Sri Lanka

(Ranasinghe, 1999). However, these developments are limited to Greater Celombo
region. Nearly 80% of the population living in rural arcas have no access to modem
information and information and communication technologies. They are neither aware
of the benefits of information and communication technelogies nor are able to obtain

them because of their poor living conditions.
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The govémment ha initiated major projects with the collaboratien of foreign countries
(e.g. Australia and Switzerland), to establish an institution to train skilled personnel in
information technology to meet the manpower requirement of both the state and the
private sector organisations, Moreover, the government has announced the year 2061 as
the year of information technology" to promote infermation technology based
economic development of the country. Recently, the government established a scparate
Ministerial portfolio for information technology development within the country
(Abeywardena, 2000}. The objeciive of this new establishment was fo prepare
groundwork which will serve as a firm basis for future socio- economic development

(Peiris, 2001).

4.4.1.3 Problems in information technology Adoption

The government expects to introduce information technology-based solutions in
business and administration, both in the state and the private sector, as enabling and
promising technology for the 21% Century, despite widely spread problems such as
dysfunctional burcaucracies, lack of management orientation to the market system, lack
of co-ordination and outdated work systems, and procedures in many institutions of
state departments and corporations in 3ri Lanka (Budget Speech, 1996; layaweers,
1996). Thess problems remain major obstacle to the country's economic growth and te
effective implementation of social programmes in spite of the political will of
successive povernments to reform organisations. For example, some major
computerisation projects such as the introduction of computers to scheols, have proved
unsutceessful in making 2 medemisation impact on students using computers to date

(Samaranayaka, 1999).
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This is mainly because Sri Lanka lacks organisational capacities to accommoedate and
manage change to make effective use of technology. It alaso lacks the ability to move
tawards more modern forms of operatiens, lack of =kills 10 develop and maintain new
technology, and its inability to scc change in @ wider socio-economic and political
context of the country. For example, more than half the s¢hools do not have adequate
infrastructural focilities such as electricity, roads, water treatment networks, and
telephones, nor adequate teacher trainers, Students are taught in national languages such
as Sinhala and Tamil. English, "the language of computers* is hardly understood by
students, particularly in rural areas, since there is no adequate teachers to teach English

language.

More gencrally, students seem to be reluctant to learn about computers, as they are
interested only in the forrnal examination subjects. Neither computer education included
as an examination subject nor adequate computers were provided for schools. Although
prevailing infrastructural facilities are inadequate, students in poor families, particularly
in rural areas, use education as a means to secure jobs 1o cradicate poverty in their
famillies‘ Achieving highest results in G.C.E O/L and A/L is the only target of many of

the students.

In this background environment, it is hardly fair to expect students living in rural areas
te learn about computers, something they may never hiave heard about in their life.
Also, many school principals fear damage to the computers with student use and certain
principals use computers as symbol of status to maintain the power distance betwcen
teachers (Samaranayaka, 1999). ‘The failure of this project proves that existing

information systems knowledge and professional practice arc insufficient to motivate



136

studeais to use computers in schools and thus to derived skills for the effective use of

information systems in Sri Lanka.

At the University level, compuler-oriented programmes have been introduced, as part of
mathematics and engincering degree courses, with assistance provided by the British
and Japanese governments. The Depariments of Computer Science, Statistics, and
Engincering at the Universitics of Colombo, Peradeniya, and Moratuwa offer courses
such as computer programming, syslems design, and systems development through
undergraduate level depree programmes, The University of Colombo introduced a
Master of Science (M.S¢.) in computer science in 1990. Additionally certain other
Universities, such as the University of St Jayewardenapura, the University of Kaleniya,
and the Open University, offer computer courses as subjects within their social sciences
depree programmes. These courses include management information systems,
information technology, data processing, computer literacy, and computer application in
accounting, marketing, and human resources management (Various curricvla in degre

programmes, 1998).

Similarly, certain MBA and M. Sc. in management programmes have also introduced
management information systems and information technology subjects as part of their
degrees. The National Institute of Business Management of the Ministry of Industies
and Scientific Affairs, offers diploma course in Computer Systems Design in addition to
the private institutions which provide computer courses in programming, systems
analysis, design, and systems development and information technol{ngy related

education.
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If [ were 1o lonk back reflectively, [ would say i The common feature in . computer

that during the greater part of my carcer 45 a .. . .
. & g education in Sri Lanka, both in the state
university lecturer, the role of & centre of i

leaming was understood by the local academic and the private sector, is an otientation

community in terms of disscmination of §

“modern knowledge™ generated at Westem | towards teaching courses as technical

centres. This approach is more pronounced in [ subjects to generate experts knowledge in

information sysiems arcas. The emphasis was |
decidedly an mere knowledge dissemination computers  (Williams & Gunatunge,

rather than on contributing through knowledge F

2000b, 199%a).

cheation.

Teachers adopt expert and an all-knowing posture in teaching computers to students.
The teacher deposits knowledge into students who are viewed as empty vessels. Those
students whe meekly accept the knowledge are the better students. Such an education is
oppressive because it does not teach students to inquire actively and reflect eritically

about the world of leaming computers relating to practical problems.

In most of the universities, curricula are generally oriented towards computer seience
and software engineering rather than towards information systems. An information
§§slem has not emerged as a scparale discipline in all of the universitics (Various
curricu!s in degree programs, 1998).  There is no information systems Department in
* any of the universities, nor an academic journal dedicatzd to addressing information
systems issues. Tn cerlain universities, management information systems are a subject

within business degree courses but the focus is in information technology rather than

information systems. Certain lecturers who teach management information systems



138

equate it with information technology.  Most wxis and teaching metheds in the field of
information technalogy and management information systems (¢.g. Laudon & Laudon,
1998) draw heavily, if not completely, from an analytic and instrumentally rational
notion of education. These approaches place considerable emphasis on techniques and
methods as the major form of knowledge required for munagement in this area
(Williams, 1996). These courses do not address, for example, how information
sechnology could be developed and uscd for socio-cconomic development, ratker
information technaology is mealy taught as technical subjects te develop technical
information systems (Williams & Gunatunge, 2000a, 2000b, 199%a). This can lead to
staff and management prablems in those crganisations who employ persornnel trained by
~ the universities {Wijesingher, 1988).

It appears that narro;v technical education a_!gpe is inadequate for generating balanced
knowledge :;Inong students {Wil]iams."i%g}‘ For example, Asian Deveiopment Bank
{ADB) studies related 1o Sri Lanka (1989) peint out that *facility for technical training
is grossly inadeguate both in terms of outpql_'-;l-r'lld' occupations focus" (p. 23). This
inadequacy is i:articu]arly duc to 8 :;ndcnc:,??.lo ignore the cxistencélof non-positivist
knowledge in Sri Lanka. .

Presently most ofganisations in Sﬁ 'Laﬁ‘.{a have introduced computerised information
systems for word processing, spreadsheets and databases for payroll, sales, inventory,
accounting, marketing, and human resources management, Organisations such as
‘banks, insurance, and NCCL have iniroduced management information systems.
NCCL, for example, has planed to introduce enterprise models to address strategic

-issues as an averall ft_ﬁmework for the development of corporate applications and
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databases (i.e the Genmane "SAT"- Enterprise resource Planning Systems,. About 1000

organisations huve their own web'pages in the World Wide Web (WWW).

These organisations perceive that the introduction of new information systems, larpely
technical systems, acts as cnabling technology to derive benefits such as systematisation
of wark, increase efficiency, productivity, flexibility, sharing of information across

departments, head office and branches, and competitiveness within the liberalised

market model of socio-cconomic development while employing persons trained in Sri

Lanka {(both in the state and private institutions) and foreign universities
(Samaranayaka, 1999).
4

s
ER

There have been numerous failures in developing information systems for organisations
jn Sri Lanka (Williams & Gunatunge, 20002, 2000b, 1999a; Gunatunge & Williams,
_ 2000). Part of the reasen is that information systems practitioners tend to ignore social

-context as important determinants of success in systems development,

- Information systems practitioners in 8ri Lanka usually evaluate information systems
succes§ from the standpoint of technical and economic raticnality eriteria only. A Jack
of information systems awareness among maeagers and a narrow technical focus in
information technology professionals have prevented them from coming together to
identify and implement meaningful information systems development for organisations.
This limited framework ofien results from positivist training within the dominant model

of knowledge acquisition stemming frem Western societies' experience of modernity.

The dominance of the Western centred model of knowledge in information systemns

development often result in a marginalisation and disqualification of non-Western
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knowledge within Sti Lanka socicly. Practitioners who ignore lhe existence of non-
Western values in Sri Lanka may do so parlly because their training ignored the
existence of non-positivist knowledge rationalities, such as communicative rationality,
which could guide them beyond Western reductionistic thinking (Escebar, 1995). For
example, development studies conducted in developing countries conclude that
hsystems of knowledge" should include not only the rules and values of Westem
cultures, but alse ways of knowing within the lifeworlds of indigenous communities

{Sachs, 1992).

Indigenous versions of socio-economic development and modemity are formulated
according to complex processes that include traditional cultural practice, histories of
célonia]ism, and contemporary location within the global economy of poods and
symbuols (Dahl & Rabo, 1992). Societies in developing countries may have better
chances to improve their life conditions if they recognise the limitations of the validity
of Westerm techno-economic mtionzility and pursue aliernative rationalities stemming

from their socio-cultural and value systems {Avperou, 2000}.

4.4.1.4 Transfer of Information Technologies

Information technologies together with their . information systems development
approaches are transferred to Sri Lanka from developed countries. The steering media
are iransnational corporations and knowledge transfer agencies, professional
organisations (e.g. British Compuier Association and Australian Computer Society),
forcign consultants, text-books, graduates trained in foreign universities and institutions,
consulting projects (e.g. UNESCO mission in 1985) and aid projects (c.g. Swedish, and
British aids to equip and train staff in universities, with values embedded in the

modernity of the West.



141

4.4.1.5 information systems Rescarch

Information technology and information systems research oceur mostly by participation
in various projects funded by Western agencics, with expertise from countries in the
European Commusity such as, the U.K and Switzerland (Samaranayaka, 199§; News,
15,03 2001 Island). This is considered to be the most significant vehiele for transferring
technology from tcc,;hnologicnlly more advanced countries, such as the Western
communities and North America, and for producing originzl rescarch results (Avgerou,

20003.

Tl;is process results in conventicnal thought and practice being heavily influenced by
the rationality of modemity in organisations in Sri Lanka. For example, although the
urgent need is to deal with the management of the technology transfer problems,
vendors of information technology, mostly from developed countries, through their
agents, tend to focus on technical issues for solving information problems in developing
countries (Mohan, Belardo & Bjorn-Anderson, 1990; Samaranayaka, 1988). The results
of these interventions are disappointing. Many projects have failed (Samaranayaka,
1988), and a number of those, which succeed to deliver a technical system, did not have
a significant positive impact on the performance of many organisation in Sri Lanka

{Samaranayaka, 1999; Williams & Gunatunge, 2000a, 2000b, 1999a).

Information technology vendors and information systems researchers in the West and
the North America fail to fully understand the poverty problem in developing countries
including Sri Lanka. These practitioners, not understanding the prevailing socio-
cultural, economic, and political contexts for information systems development, believe

their practice and prescriptions are valid for Sri Lanks, These practitioners’, including
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information systems researchers in developed countries, are relatively wealthy and has
little experience of poverty of underprivileged groups in developing countries. Although
development concerns are apparent in Westlern socictics, their relative severity is
diffecent from that of developing countries. Fer example, privatisation issues in the UK
are concermed with cost-et¥ectivencss (Hodges & Wrght, 1995} In Sri Lanka,
privatisation is a matter of neocolonialisation, which emerged from foreign investment

mchanism (Kelegama, 1993; Vidanapatirana, 1993).

In St Lanka, the planning and implementation of information technology and
information systems have largely been characterised by some form of elitism whereby
the users and affected parties are often not involved. Thesc parties have been taken to be
passive recipients, resulting in their further marginalisation with regard to their having
the requisite skills and experience to effectively utitise and benefit from the information
technology and information systems investment. For example, information systems
researchers in developed countries, in general, and infermation systems researchers in
S Lanka have not studied the behaviour of peasant cmployees in multinational
companies operating in Sri Lanka, Therefore, this technology does not contribute
significantly to the sectors that impact the majority of the citizenry, ofien the peor. The i
result is that the application of information technology in Sti Lanka, actually benefits
only these who arc in power. Seen in this light, the transformation of organisations

through successful information systems development become illusive.

Information syslems researchers inadvertently neglected, or usually forget to address
devclopment issues in developing countries where 80 percent of the world population
lives (Davison ct al., 2000), Comparison with developed countries show, poor use of the

information and communicatinn technologies in developing countries, For example,
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developing countries account for only 2 percent of the total expenditure on informatics
(Hanna, 1991). They are concerned about the availability of technical skills for
information systems development (Jayosuriya, 1999), are focused on the reliability and
accuracy of data maintained by their information systems, and have a low appreciation
of the benefits and potentisl of management information systems {Palvia & Palvia,
1996). Consequently developing countries are unable to take up information technology
opportunities to the "knowledge cconomy” (World Bank, 1997).

For example, Internet users in all of Africa and Middle East together aceount for only
one per cent of global Internet users in contrast to 90 percent of Internet users in
industrialised countries, with the US and Canada alone accounting for 57 percent of the
total (JLO's World Employment Report, 2001). Despite the improvements in labour
market performance in industrialised countries and the growing potential of information
technology to create jobs and spur development, the global emplayment picture remains
“decply flawed" for cmployees in many parts of the developing countrics. This results

in a widening global “digital divide” (ILO"s World Employment Report, 2021).

Although information technology and information systems have come to play a vital
role in organisaticns and societies in developed countries (Avgeron, 1996; Davision et
al. 2000), and the information and communication technologies revolution offers
genuine potential for socio-economic development (ILO's World Employment Report,
2001), the domain of information systems research has not been adequately explored by
information systems practice in the context of developing countries (Avgerou, 2000;
Coren, 2000; Avgerou & Doukidis, 1993). In many developing countries, including Sri
Lanka, information systems development was not originally & local profession, but was

imported mainly from imperialist, Western countrics and the North America, through
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various stecring media (Abdat & Pervan, 2000; Corea, 2000; Broudnig & Schonberger,
2000; Thanasankit & Corbitt, 2000; Jayasuriya, 1999). Although the use of information
systems development and practice is being called into question in the west and the north
(see for example, Ngwenyama, Truex & Davis, 1997; Lyytinen, 1992,1986; Orlikowski
& Baroudi, 1991; livari, 1991), policy makers and praciitioners in 8ri Lanka have used
the imported models uncritically. They have assumed that information systems
development is a neutral profession, independently functions from the socio-cultural,

economic and political contexts in 8ri Lanka.

Waestern technocratic and economic rationality in infermation systems tends to ignore
the significance of socio-cultural lifeworlds, econcmic, and political contexts in Sri
Lanke’s society, assuming the practice and culture of large multinational organisations
of the West, The main concern of information systems development is for narrowly
defined success in a market environment through information systems solutions with
modern information technology. However, there is little doubt that information
technology is penetrating every sphere of orpanisational activity in St Lanka, even if
more slowly than in developed countries, given the socio-culture, economic and
political context of Sri Lanka (Williams & Gunatuuge, 2000a, 2000b;Gunatunge &

Williams, 2000; Samaranayaka, 1999).

The validity and the socic-economic und political significance of information
tnzchrm]ugyE diffusion, and new information systems development and practice has, not
been critically examined in Sri Lanka's social context by either rescarchers in developed
countries or in Sri Lanka. There has been no substantial research carried out to
evaluate’ the broad socio-economic development feasibility of the use of new

information systems, supported by informatien technology in Sri Lanka nor to study
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what impact new technology-based information systerns have on organisations end
society. In effect there has been no sigrificant (hought on how to understand the ways in
which information systems could be developed and practised within organisations to
spur socio-economic development in Sri Lanka,
--.I;l-'.esent information systems development and practice in Sri Lanka organisations
underpin technoeratic-scientific and economic rationalism to control human behaviour
for the benefits of the owners of organisations to rezlise cconomically rational
objectives following the positivist approaches (Williams & Gunatunge, 20002, 2000b,
1999a; Gunatunge, 1992). These approaches assume systemnatised, purposeful, effective,
unproblematic, and value-free information systems development and praetice in
organisations in Sri Lanaka. However, this is questionable in the context of

'lifeworlds,” socio-cconomie, and political contexts of Sri Lanka.

Following Habermas's framework, 1 have three main concerns. Firstly, the imposition of
technocratic and economic rationality inte a traditional culture may produce cultural
dissonance, A discourse that privileges a modern culture of Western values, modes of
knowledge, and action could lead to discontinuity of cultural values and a findamental
incoherence of knowledge necessary for daily practice of managers and employees in
organisations. Western-based information systems development and practice can lead to
confusion in Sri Lanka culture with unanticipated consequences leading 1o personal
anomie and conflicts in organisations. This process also can create disorder in the
socialisation process of employees in organisations leading to alienation (Habermas,

1987a,1984), ..
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Secondly, participants in.volved in systems development process and practice are not
value-free. They are culturally influenced and socially organised.  When culturally
determined aspects such as personal contacts and informal communieation, for cxample,
become dominant modes of communicalion (Yavas, Lugmani & Quraeshi, 1992, p. 76),
communijcation via information systems may face strong resistance. This is because in
these cultures, information is implicit in the physical context or is internalised within the
people's lifeworlds understanding, In these cultures, resistance may stem from a
widespread perception those computers and modem information systems degrade their
personal communications {Kirlidog, 1996, p. 58). As a result, information systems
development and practice in organisations in Sri Lanka may impede rather than

facilitate the utilisation of information systems.

Finally, information systems geared to contro] human behaviour in these cultures resist
contrels, rendering them untenable for managerial purposes and managers faced with
conflicting experiences.It appears local cultures, predominant values, socio-economic
environment, power, and politics can contribute to failure (Williams & Gunatunge,

1999a, 1999b, 2000a, 2000b;Gunatunge & Williams, 2000; Gunatunge, 1992, 1991).

The question, whether or not 2 Sri Lanka's social context - understood as culture, value
systems, belicfs, myths, symbols, and behaviour patterns {i.e. *lifeworlds’) - and socio-
economic and political contexts are favourable to information technology adoption
through information systems development for socio-economic development need to be
further investigated. Within unique histories, cultures, socio-economic and political
contexts, how can the state become effeetive? Part of the answer is that state should
match its roles to respense to the needs and interests of their citizens through consensus

buifding in naticnal policy formulation {Stiglitz, 1998). The development programmes
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needs to enlarge to include a range of people’s choices and make development

participatery and more democratic (Human Development Report, 1991).

Within theses interpretations, Habermas's {1987, 1984) communicative action provides
a framework for analysing changes induced by cultural, socie-economic, and political
contexts:_:;)f Sri Lanka for information systems development and practice, His theory of
communicative actions provides powerful framework for practitioners to understand the
_ focal things and practice that sustain social life and culture in Sri Lanka, to what
Borgmann {1984, p. 29) calls for "focal things and practice” that can "centre and

illuminate our lives”,

The essential point is that the state’s interventions of modemity into organisational
affairs, that impact upon the development of information systems and practice in
organisations, pays little or no attention to the historically derived socio-cultural value
systems that sustain social systems (Avgerou, 2000). These socie-cultural value systemns
are the implied knowledge that participants draw meaning during the systems

development process.

Meanings are "the symbolism associated with specific objects or activities" (Alasuutari,
1995, pp. 26-35). Meaning is intersubjective, i.e. based on shared agreement and
understanding rather than purely subjective. Meanings are shared among different
groups of people, living differcnt forms of life (Witigenstein, 1958, pp. &-12).
Information systems exist within wider context of these meaning or sense making
(Mingers, 1995). Looking for such meanings is crucial as symbolic relations between
people and information systems shape culture. They are important for developing

cultural patteins about the information systems being studied,
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From ‘lifeworlds’ perspectives, such meanings underpin every-day social practice,
which have been created and recreated throtiph cultural reproduction, social integration,
and socialisation of participants in a community (Habermas, 1987b, 1984). Therefore, if
the socio-economic development in a liberalised market through information technology
application in information systems is the fundamental objective of Sri Lanka, it is
imperative to understand how information systems practice have been evolved,
developed, interpreted, questioned, consirained, experienced, and used in various social
contexts of different modes of socic-economic development. Thus, policy makers and
maongers in Sri Lanka necd to fully apprehend the complex webs of interactions
operating in the lifeworlds, socio-economic, and political contexts within a holistic
framework for information systems. Without these commonly agreed beliefs about
s:(;cial interaction and role expectation by participants within information systems

development process could not be sustained.

If informatien technology and information systems are to be used to enhance socio-
economir development efforts in a meaningful way in S Lanka, it is of paramount
importance to invest in the architecture of pattemns of behaviour of people through
communicative action, i.e. in the ‘lifeworlds contexts’. These are nriented toward the
cultivation of various technological innovations based on the social context of S
Lanka. The said cultivation requires new pattens of communication [ie
communicative tationality], co-operation [ie. consensus building among participants],
and communicative interaction [i.c. shared learning] necessitated by change

(Kuhathasan, 2000).
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This understanding of information systems development and practice within broader
dynamic social contexts stimylate Sti Lanka to cope with the resulting organisatienal
changes and to adapt information systems to aveid falling further behind and risk

exclusion from socio-cconomic development (Splettstoesser and Kimara, 2000).

4.5 Conclusion

Information teckinologies together with their development and implementation are
considered as much vaunted technology for achieving socio-economic development in
Sr Lanka, These technologsies and their development approaches are often developed in
the West following the positivist approach of technocratic and economic consciousness,

These are exported to Sri Lanka through varicus steering media such as textbocks,
consuiting projects, professional agencies, donor projects, information systems research,
and training programs. Conscquently, information technology professionals use these
imported approaches in Sri Lanka without critical examinalion for information systems

development.

In Sti Lanka, information systems development was net originated as a local profession.
As a result, adeptation of these imported positivist approaches has failed due to the
prevailing nature of the social context - lifeworlds, economic, and political contexts in
Sri Lanka. This is examined in ¢hapter six developed into an in-depth case study at

*NCCL in Sri Lanka.
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CHAPTER FIVE
RESEARCH METHODOLOGY .

5.1 Introduction

In this chapter the research methodology, holistic approach and research processes 1've
employed in my thesis arc described and examined. These ii;clude selections of
research sites, information about participants interviewed, access issues, data collection,
documentation and validation, and data analysis and reporting of evidence from the

research findings.
5.2. Research Methodology

The research methedology selected for my study had to be congruent with critical social
theory perspective to study social phenomena, Therefore, my research methodology was
a contextualised, interpretative one, with the techniques of eritical case study methods
(Myers, 1997; Myers & Young, 1997; Orlikowski & Baroudi, 1991; Hirschheim &
Kleir, 1989; Chua, 1986; Lyytinen & Klein, 1985), I studied an in-depth case at a large
privatised industrial orpanisatien (NCCL) to reveal empirical and interpretive
understanding of information systems development and practice within historical and
social contexts in Sri Lanka. I criticaily examine ten cpisodes in information systems
development and practice over a period between 1958-2000. In this study, I attempt to
show how eritical social theory could be seen in practice by providing evidence from an

empirical case study conducted over a period of six months,
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5.2.1 Research Method

I used critical case study methods (see Myers, 1997). Case studics contril:ié‘ltc m
jmportant ways to cur knowledge about information systems development whether
applied to analyse a single case or multiple case studies (Yin, 1994; Hirschheim et al,
1991). Yin (1994) asserts that a single case study is appropriate where it represents a
critical or unique casc (pp.38-40). My single case study appreach helped me to
investigate information systems development and practice in depth to provide rich
description and understanding. It helped me to investigate and understand social
structures which existed beyond the participants’ perception (see Maseman, 1982).
Selecting = single case study for an in-depth analysis for social phenomena has been
well aceepted in information systems literature {see for example, Porra & Hirschheim,
2000; Klein & Myers, 1999; Odedra-Straub; 1996; Walsham, 1995; Hirschheim &
Klein, 1989; Lee, 1989; Markus, 1983) and for doctoral studies (Remenyi, Williams,

Money & Swartz, 1998, p. 162).

Case studies arise out of a need to understand and explain corr:fplex phenomena
«{Remenyi et ak., p. 162). Case study methodology is incréasingly us;d as a qualitative
research method in information systems research to understand and explain the contexts
within which they are being developed, implemented, and used (Darke, Shanks &
Broadbent, 1998; Cavaye, 1996, Walsham and Waema, 1994). It is the most cormmon
qualitative method used in information gvstems research (Darke et al., 1998; Alavi &
- Carlson, 1992). Yin (1994) defines the scope of a case study as “a case study is an
.empirical inquiry that investigates a contemporary phenomenon within its real life
context, especially when the boundaries between phenomenon and context are not

clearly evident, and in which multiple sources of evidence are used" (p. 13).
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Cnse study research focuses on underslanding the interactions between information
. technology-related innovations and the broad social conlexts {Darke ¢t al., 1998, n.
Zfii). Case studies provide the best field rescarch in understanding the problems and

“ .« ifsues of information management (Joyasuriya, 1999; Craip Smith, 1998). The case

study methodology provides an opportunity to undersuind organisational phenomena )

_ (Benbasnt Goldsiein and Mend, 1987), It has the potential 1o yield multiple
¥ ~ constructions of reality in an organisational setting (Standing, 1998, p. 7). Therefore,
the significance of employing case study method in information systems has now be(_:n

4 ' established.’-;.]

. I :
. Case study approach is often used iiP information systems research to apply social

theories in the zontext of the ‘“whole" (see for example, Avgerou, 2000; Olesen &

Myers, 1999; Myers & Young, 1997; Montealegre, 1997; Walsham, 1993; Hll’SChi’l‘.nm ]

* et al., 1991; Walsham & Han, 1991). In these studies, analyses are made observing the
iteration of theory with empirical evidence, rather than a superficial rejecting or
accepting of theory based on empirical data. The validity of an extrapolation from one

«axor more individual cases depends not on the representativeness of such cases in a

statistical sense, as in the casc when using the positivist approach, but on the ~

' plausibility and cogency of the facal reasoning. This is further used in describing results

from the case, and in drawing indcrences and conclusions from those results,

Crzﬁg Smith ]9&9, and Orlikowski & Baroudi (1991) make a similar poin:t in the
specific context of information systems research. They argue that researchers critically
"at_lalyse social phenomiena through theoretical framework which they adopt to conduct
their wark. Being in line with this new trend of epistemology, Habermas's theory of

communicative action can be used as a social theory for information systems research
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in developing countrics and the holistic case study approsch can he employed as its
epistemology to overcome the problems of survey melhods such as questionnaire-based

research o information systems.

The questionnaire-based rescarch penerally assumes an objective reulity can be
discovered through & "faisification” or “verification” process of hypotheses. This
approach to information systems research includes reliance upon the "sampling logic”
for statistical peneralisation by tesling hypotheses derived from predetermined theory
((jriikwski & Baroudi, 1991; Chua, 1986). 1t is commonly assumed that reality is
objectively given and can be described by measurable properties, which are
independent of the observer and his or her instruments. An associated belief is that
scientific methods enable rescarchers to explain and predict objective and value-neutral

records of events of the subjects investigated.

Generally, most researchers employ questionnaires in surveying phenomena USing-.‘_;
predefined variables by the researcher {see Doherty & King, 1998; Hofstede 1991,
1980). The survey methods are limited in their ability to Iinvestigatc the social contexts
ar to obtain information not specifically sought (Jayasuriva, 1999). For example, King
(1996) has noted how research on computer-aided software development has been
dominated by survey methods are routinely evalualed by questionnaires that seek to
elicit managers' and professionals’ pereeptions of the usefulness of systems' tools. The
basic assumption is that properly designed questionnaires appear 10 deliver valid and
rcliable quantified information. As he puts it “surveys do not reveal the context m

which the tools are used” (King, 1996, p. 174).
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In conirast to the questionnaire-based rescarch approsch, close eaperiential research can

generate new undersianding more consistent with the actions, meanings, values,
l\

perceptions, and beliefs of its participants. 1t is focused on understanding actual i}

practice of information systems devetopment in its natura! setting (sce Darke et al,

1968).

Kno;vledge ig sought through studying more closely to the participants of research and
that knowledge is replicated through linking theory with empirical evidence than "logic
of sampling.” In this way, the researcher is able to question, intcrpret, talk, reflect, and. _
iterate his data theoretically within a set of situations and issues (Myers, 1957). Such ;n

approach is provided by holistic research (Scapens, 1930).
5.2.2 Holistic Approach

The holistic approach to research is based on the belief that social systems develup a
characteristic wholeness or inteprity wh#re any part of this wholeness is 1argely
determined by the whole social systmﬁ;[t‘s inappropriate to study their individual parts
taken out of context (Flood, 1999; Standing & Standing, 1998; Keys, 1991; Checkland,

1981).

Holistic research methods seek to explain this holistic quality andJ 4o locate social
systems in their particular contexts (Scapen, 1990). Social reslity is to be viewed as an
integrated whole, not detachable behaviour and all their underlying myths anﬁ
meanings are to be understood by linking them to the context (Wickramasinghe &II
Hopper, 2000). Although such parts are interrelated, the whole determines all of them -

(see Checkland, 1981),
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Epis‘emelogically, holistic approach researchers understand the whole by, studying

"interrelated parts individually and very closely, looking for analytical themes. They

find the.{.)rctical generalisations, instead of slatistical gencralisation (Scapens, 19903, by
applying the unalytical themes to other parts of the whole system. In this way, social
reality lics not in any of the parts but in the whole, The researcher, however, is free to
attach any particslar interpretation zbout a part until such time as it is contextually
validated (ibid, p. 270). At the same time, tentatively, the rescarcher has to depend on
the explanation of the whole system until an alternative pattern is found.

In this context, theory would act as an explanation for the whole system and through
the studying of paris, the rescarcher can determine whether the theory iterates or not
(Diesing, 1972). Once researchers understand a social context in this way, they identify
universal theories emerging from comparative analysis which can determine whether
the seme themes are found within the ﬁonth {Scapen, 1990). This resuits in the

holistic "general theory" (Diesing, 1972).

Holistic methodology can be applied to Habermas's theory of comsmunicative actions.

As mentioned earlier, given the holistic nature of society, one has lo understand any part

in the light of its totality in the context of historical evolution and social contexts.

Focusing on such parts, the researcher can determine whether the part is reflected by the

total contexts. In this way, the researcher can understand the nature of information

systems development and practice embedded in this specific social context.
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5.3 Researeh Process

5.3.1 Research Site

The rcseﬁrch site chosen for my study is a privatised industrial orpanisation (NCCL) in
" 8d Lanks. ! used anonymous names lo prot.cct the good name of the organisation and
the pecple, NCCL was and still is engaged in manufacturing and distribution of Cement
in Sri Lankz.\. It started as a government department in 1950s. It conpverted to g state
owned enterprise in 1958 under the State [ndustriat Corporation Act of 49 of 1957.
Until 1993, it remained under the ownership of the government. In 1994, 90% of it
shares were sold to a sinple partner; Yawakkal (Yawakkal is an anonymous name) in
India while 10% of shares were transferred to employees, In 1996, a multinational
Company; Goldernbank group of companies {Goldembank is an anonymous name)
acquired it from Yawakka) with the intervention of the Sri Lankan government. NCCL

was selected for my study on the basis that:

(1) NCCL was one of the few industrial organisations in Sri Lanka had introduced

_ infom-’*lion systems at some late 1960s and continued to be introduced. 1t

= x

enabled me o study in f‘orn‘ntlon systems development and practice within the

' _ev_olutwn of soctal mstltutions in Sri Lanka.

ey

" (2) Change of ownership from the state fo a single Owner Company, and finally,
[

fmm the single Owner Company to a multinational Company, brought

, fundamental changes to information systems development and practice at

" NCCL.
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(3 Privatisntion of NCCL was crilicised by NCCL cmployees and the general
public. lts issues were brought to the public attention through parliament

debates (Parliamuent F [ansards}

. {4) It was possible to nccess and study a variety of participants who directly or
indirectly involved in systems dovelopment both in the head office and in the

factory {see below the number of participants being interviewed).

5.3.2 Research Participants

i,
In order to obtain a balance view, & range of participants from Chief Excci.\t:ve Officer
\‘

a {CEO) to ordinary shop-floor employees ?bere interviewed, 90 personnel partlmpated in

the three phases of interviews (see secm[m 5.3.4 betow) both in the head office and in
the factory. These participants included { ! t_amor managers (CEQ, Vice Presidents (VPs),
and Chief Factory Otfficer), middle I:nanagcrs, operations managers, engincers,
accountants, information technology personnel, work superintendents, foreman,
supervisors, clerks, trade union feaders, and shop-floor cmployees. 3 past employecs, 2
outside information technology consultants working with current information systems
projects at NCCL, and 1 high official {Deputy Director} in the Treasury department

were also interviewed.

5.3.3. Access to the Research Site

I becarne interested in doing my research at NCCL wher I talked to one of my students
who were working as an information technology consultant to NCCL. He'supgested me

some other privatised arganisations but I could not sccure access to those organisations,
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Initially, getting access 1o the research site (NCCL) was quite difficult. | contacted the
Chairman of NCCL through a friend of my brother and cxplained him my need to do &
research and the reasons (sce above 5.3.3) why 1 wanted to conduct my study at NCCL.
I had a lengthily discussion with him. He then passed my request to a decision of the

CEO.

The CEQ is empowered 1o take all administrative and management dceision on behalf
of Goldemhank Company. After a lengthy discussion (about forty-five minutes) with
the CIEO, he allowed me to conduct 7y research at NCCL. I have given an undertaking
that confidentiality of the information coliceted from the Company will be cnsured, and
such information will be used only for research purposes. He circulated a letter among
ail the hends of departments informing them to cooperate with me giving relevant

support and information to conduct my research.

//,;}

Data were collected using an ju-depth interview method, policy documents, minutes,
memos, ¢-mails, financial reporls, Pacliamentary Hansards, and physical observation.
These methods are well accepted and recognised methods for data collection in case

study research (Remenwi et al, 1998; Myers, 1997 Yin, 1994). Interviews werc

- conducted in three phases. The objective of the first phase was to understand the issues

“of information systems decvelopment and practice and become socialised into the

Company. Cne and half months took to complete the first phase.

The second phase of interviews were focused on asking questions regarding the issucs

identificd in the first phase of interviews. The emphasis was given to cpisodes of
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information systems development.  Information was sought about the histery of
information systems development and transformation of NCCL focusing on issucs that
influenced and .;;hapcd information systems development, how and why and in what
ways inlhn_‘ﬁation systems developinent contradicted with the social reality of NCCL.

The second phase of interviews took another three and half months.

The third phase of the research started after seven months of the second phase of
interviews. 1t took mc about a month to complete the third phase of interviews, The
objective of the tliird phase of interview was to identify some unclear information and to
secure views from:'.g.intenricwers on the issues identified in the first and second phases
and to further validate data.

Injtiallg,.',. some participants suspected me because the CEQ directed me to research
participants though I explained them the objectives of ﬁ‘l.(.: research. 1 assured them
anonymity and their identity would not be included in my research. Later they agreed to
participate in the rescarch. Interviews were conducted using a non-directive technique,
which allowed participants to focus on specific issues but permitted them the freedom to
expand on arcas of personal interests and issues. Participants were encouraged to
cxplain the development process through critical incidents, episodes, examples,
metaphors ete. that were crucial in their view to shaping information systems

development and the way they contradicted with the sacial context of NCCL.

Intervicws were documented. Interviews with top and senior managers, some middle
managers, and some Tnformation Technology Managers were conducted in English
whereas others with Sinhala {native language). The majority of participants did not

agree tape recerding but allowed manual notes taking, Therefore, each interview lasted
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sbout one and half-hours lo two hours, Although interviewing, taking notes and
transcribing them was o lengthy process, | understood as an appropriate method to
callect contextual aspeets of information about systems development and practice.
Interviews conducted using Siohuls (native language) were paraphrased in English. The
documented interviews were discussed with the participants in the following dalyls. The
objective of this endeavour was to identify whether participants missed out information )
and used it as validation of intervicws. A further validation was secured by interviewing

a variety of participants concerning the same information.

Cross cheeking was achieved by comparing documents, financial reports, policy reports,
minutes, memos, Hansards reports, and ¢-mails. The extended relationship with some
research participants through e-mails enabled me to more closely understand their inner
worlds and actions.  Physical observation provided me further valuable insights and
checking. [ attended to threc green area meetings and listen to interpersonal
communications (expiained in chapter six). Moreover, | spent several days in the
research site listening to participants during breakfasts, luncheons, and dinners. In this
way, & triangulation of data was obtained (see Darke ct al., 1998; Yin, 1994; Walsham,

1993; Alavi & Carlson, 1992; Orlikowski & Baroudi, 1991).

5.3.5 Data Analysis and Reporting Results

A detail case description was prepared and thvisf: data served as the basis for critical
analysis, Data analysis was performed by iterating theoretical constructs outlined in
chapter three and social contexts of Sri Lanka outlined in chapter four with empirical
data, Data was presented and analysed in episodic forms, Thus, ten information systems

development episodes were described and analysed in chapter six between 1958-2000.
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An obscrvation was given by reflecting on cach ¢pisode. Results of the analysis were
used to theorise information systems development. Literature from various disciplines

were incorporated in the theorisation of informalion systems development.

5.4 Conclusion on Research Methodology

The research methodology I used was a critical case study method in congruence with
the critical social theory approach to investigate social phenemena. [ explain how
theoretical constructs could be iterated with empirical evidences within helistic research
and make observations about social phenomena., Thus in chapter six, [ usc this approach
to show how critical social theory can be seen in practice of information systems

development in the organisatien I studied,

N
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CHAPTER SIX
NCCL CEMENT COMPANY
al CASE DESCRIPTION AND ANALYSIS

6.0 Introduction

Iq this chapter, [ describe and analyse an in-depth case study of information systems
development and practice at NCCL in Sri Lanka. This includés scrutiny of historical
aspects of information systems development and practice as well as curvent usage using
Habermas's theory of communicative action and the social contexts of Sri Lanka es

outlined in chapters three and four respectively.

The first subsection provides a background of both NCCL angd the Cement industry in
general over the period 1958 to 2000. The NCCL case presenied in this chapter was
examined within two phases of socio-economic development of Sri Lanka. :Thus,
information systems development and practice at NCCL is examined and analysed

within historical context of:

e
L

(18) The state control phase (FPitase /a);

{1b) The state control phasc wlth open economic policies (Phase 1b);

(2) Govemment privatisation which resulted in NCCL becoming a single owner
Company (Phase 2a); and .

(3) NCCL under the control of a multinational Company (Phase 2b).

R
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Within these two phases of socio-economic development in Sri Lanka, ten episodes of

information systems development und practice are described and analysed. Of_ these ten

episodes, three oceurred in the stae control phase 1a of NCCL:

» (Episode 1) budget as 3 steering medium in a shift system.

¢ (Episode 2) the punch card system

» (Episode 3) budget with the punch card system. Two occurred m tilﬁ state control
phase 15 with open economic policies

« (Episode 4) Wang computerised system for management accountability

o (Episode 5) preventive maintgnance systemn for management accountability, One

- gecurred in the privatised single owner Company (phase 2a)

(Episode 6) computerised time and attendance system after privatisation of NCCL.

Four episodes oceurred when a multinational Company {phase 2b) controlled NCCL:
s (Episode 7) new work shift-plan in computerised time and attendance system
» (Episode 8y computerised information system for factory maintenance
s (Episode 9) management information for factory control

& (Episede ]0) outsourcing information systems for NCCL.,

6.1 NCCL Cement Company and Industry Background

NCCL was started as a government factory in 19505, It converied to a Statg()wned
g@nterpriSc (naticnalised) corporation, based on public ownership in 1958 following
national ideelogical pressures to modernise and industrialise, especially in rural areas,
The politicians had initinted large industrics, one of which, was NCCL, to provide

employment opportunitics mainly for their political supporters in villages. An employee
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stated. "Mr. [M] initiated this factory. He wanied 1o provide jebs for his pelitical
supporters. You see, "f he was not initiated you would have never seen a faclory at

Singerb".

The Cement factory was located at Sin'gefb, a rural village near a suburban town centre
in the northwestem province of Sri Lanka, It is located about 125 kilometres away from
the head office in Colombo, the major Commercial City and capital of Sri Lanka. The
people in the village believed the Cement factory as an oppertunity to alleviate their
poverty and unemployment problems.

The NCCL had a national monopoly both in manufacturing and distribution. Raw
materials were locally oblained from quarries near to the factory. Cements were
distributed through private dealers and govemnment sector organisations such as co-
operative societies. Cement supply was controlled throzgh a permit system during times
of shortages. Thus, the price of a cement bag was not determined through free market
demand and supply or through costs and profits calenlations. The price of a ceent bag

was parily subject to the influence of politicians in power.

NCCL was unionised through the activities of unions controlled by pg]iticians in power,
This divisicn of employees based on party politics led to acts of i‘nter-union rivairy
within NCCL. A union leader, referting to a major reason for the poor perf;ﬁlmcc of
NCCL commented that "our division to fulfil the various aspirations of politicians was

the kodivinaya ™ {Kodivinaya in 8t Lankan word meaning, being hold up).

Marketing, financial and personnel activitics were caricd out at the head office in

Colombo, Manufacturing was orgenised under a factory manager.  Accounting
e i.ll.
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personnel, 0 human resource manger, production managers, operations managers,
maintenance managers and engineers, electrical cngineers, and seles manage s were
tocated at the factory. Cement manufactoring was semi-automated and works in the

factory were organised on a shiit basis.

In 1960s, the government introduced new financial regulations and tight financial
controlling came into operation. As a consequence, the focus of NCCL, shifled to
efficiency and effectiveness criteiia. NCCL during the corporation regime (between
1958-1993) was controlled within state control model of socio-economic development

making an average profits of about Rs, 300 million annually.

Theoretically, during the corporation period (i.e. 1958-1993), NCCL followed a formal
hierarchinal power structure in organising and managing work. As will be documented,
in certain situations, the politicians influenced the formal decision making process such
as the recruitment of employees, their transfers, and the introduction of information
technology. NCCL operatsd in a legalistic and burcaucratic manner, which was typical
of the public sector of Sri Lanka (Kelegama, 1997). As a state owned corporatio'.,':
various successive moderisation reform programmes at NCCL did not manage to
substantially change as a better organisation but only superficially affected social
structures and work processes, The reforms were sibveried by prevai]iné, socio-cultual;..

economic and political conditiens.

Since 1958, NCCL has undergone many changes in ownership, administration,

managemeni, and information technology. The changes have heen somewhat more
0
tadical ufter 1977 when the povemment was introducing open economic policies

following a market model for its socio-economic development in 8ri Lanka,
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Conscquently, superficial changes to the socio-cultural, cconomic, and political

sh'ucru_rcs ot NCCL were carvied out.

Priva.tisatioﬁ: of SOEs was introduced as part of these open cconomic policies of the
gu_\"'cmmerit in 1977. The government had cxperienced budgct__jﬂcﬁcils in many ;rears
an.:lfn_t:hus could no Tonger fund SOEs from the Treasury. SOEs were idcnti_ﬁed"as_,‘a_
urden to the Public Treasury due to their inefficiencics in the mana gcmcﬁ; énd the poor
“productivity performance in operations (Kelegama, 1997, 1993, 1991}). Moreovc.r.._th(.:

government experienced pressure from thét donor agencies. One senior officiaf in the

Public Treasury Depz..ment in the Finance Ministry stated that "you know, what is

happening is, {he povernnient was and still is engagcd'in selling public assets to close
ppenir g SUINE PUDNC 25 ;

"the annual budget deficits following the _rccomm"ﬁdatio_ns of _!Hc W_or__]ﬁ Bank" '

_”J, K B i

P  NCCL in $ri Lanka, up to thc end of 1l1c 1980s, occup:ed b1 mnnopoly dum 'mng the

market for the manufacturing and supply of cement, for thc local ﬂonstmctmn mdustry
Ty The monopo]y position of NCCL started fo change in ‘the carl)_v’ i9905 whcn thc

government crc'ﬂed a comoemwe market altowing other compet:tors 1o emer mm the
; .oron o
cemen; market, s AR Sy _
. N r} 0 ‘\'—._ - ) i1 :-. .
0 v 1
SOES have becn openly tmmpe;ed as the application of market prb\ctlce by the
ey ,
government as the most apprapnale way 1o encourage efficiency atd ci’feclweness nf "
{

aOE‘a As a'resuit, Tuky .,cmcnt (TC} and Mahavali Marine Cernent (MMC) started
oo e . »
N marufactunng and distribution of Cement in Sn Leaka. Additicnally, some

Iy
husinessmeh began to import Jow priced cement at a large scale from india, Malaysia,

Middle East Countries, and China,
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Qver its history. NCCI. had pained the repmation of being the highest quality cement
manufacturer in 8o Lunk:;l. NCCL faced a severe threal from two other competitors and
from cement importers wihen the new open cconomic pelicy was implemented. With the
appearance of competitors' preducts in Sri Lanka's market, NCCL market share began to
sharply decline. At the time of privatisation of NCCL, market share declined from
100% to an average of 50% of the total Cement market. The decline of market share

" severely disrupted the internal fanctioning of NCCL.

|'_=’ .
The introduction of market principles into the cement industry in general, and
;.).rivatisation jssue ‘specifically, was strongly opposed by most of the other political
parties, the employec unions in corporations, and the general public. Opposition leaders
opﬁosed the move at parliamentary debates (Parliamentary Debates, 1990, 1992, 1994,
1996), Employees, through their unions, often vented their anger and frustration in the
forms of strikes and mass media. They urged the government not acquiesce to the '
reccmmendatéhn of the external funding agencies such as the World Bank and to sell
public assets to the private companies. However, the government carried through its
commiimeﬁé to open econoinic policies and the privatisation of 8OEs. A former

General Managers of NCCL commented regarding the privatisation of NCCL:

Despite the mass resistance from various intcrests groups such as
cinployees, opposition parly leacers and the general public, the
government had decided to privatise NCCL. You know, a mission came g
10 discuss an aid packape for Sri Lanka during 1990s and forced the iy
govemment to privatise NCCL. If the S Lanka government dic not
iisten to the World Bank's recommendations, it would not have been
granted funds for development.

 Governmeni perceived privatisation of 8OEs as essential if the organisations were 1o be

successtul in the open cconomy and newly emerging dompetitive environments
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(Kelegama, 1997). The povernment privatised many SOEs, including NCCL, in

adherence to its market model. NCCL was seen as burden to povernment Treasury, In

ST

1963, government deeided 1o privatised NCCL. W was kept under the administration of
the Treasury of the Ministry of Finance and National Planning, until the government
found a suitable partner to sell NCCL. Thus NCCL was intimately tied up with the

government's reforms.

[n privatising NCCL, the government did not appear to consider the ‘lifeworlds’ of the
organisatioﬁ. Privatisation was used as a stc::riﬁg mechanism to steer the lifeworlds of
NCCL in a direction, which was aligned, to the poals of the S Lanka government. The
" povernment assumed that NCCL could be transformed into an cffective and efficient

“business enterprise following market principles.

1n December 1994, NCCL w'as_lsfo/id to Yawakkal, an Indian Company, tb:’;lowing an
i

open tender procedure at a prica’of Rs. 2.2 billion, Yawskkal, a single Owner Company,

focused on buying and selling 61’ cement. But as an NCCL employce commented,

A

vYawakkal did not have experience in the cement manufacturing industry".

- After laki:ng over NCCL, Yawakial appointed a Board of difcctors with iVIr. Y_gwnkkai
as both lﬁe Chairman, and the Managing Director, of NCCL. Upon the purchase éf
NCCL, Indian managt;rs were appointcd':'lns the chiefs of the finance and marketing
departments, Among other changes inbutuced by new m.anagcmcnl included an
intreduction of two payroll systems and a computerised time ami attendarice system for

monitering and controlling employces at the factory.
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Afler major problems due to the Yawakka!'s changes, NCCL was sold 1o Goldenbank in
1996. Goldenbank s a leading multinational Company, which comprises more than 8}
cement plants in 27 countrics. 1n addition, Goldenbank hold more than 500 ready-mix
concrete and concrete of building materials as well as varicty of services {i.e. providing

management consuiting) relevant to the cement and building products plants along with

morc than 1350 quarries, Goldenbank is considered to be one of the most advanced users

of high technology and information technology in the cement manufacturing industry

{Goldenbank Polizy Guide, 1998).

The changes in NCCL, outlined above, were intimately connected with information

technolopy and its application in NCCL since the late 1960s, Advances in information

technology-notably, hardware and software capabilitics, and communication

technology-gave rise to undertake a range of information systems development projects

at NCCL.

The zbove description provides a general history of NCCL. It is impertant te understand

__infnnnation_szstems development and practice in NCCL in the historical context of

social institutions in Sri Lanka. In order to understand the history of information
systems development, the description and analysis begin with manual information
systems developmenl. Ten episodes outline below explain what happened in

information systems dewvelopment at NCCL between 1958s and 2000.

6.2 Information Systcms Development and Practice under a State Control Model:

Phase 1a

Indcpc.'ﬁdcncc i1 1948 led to a commitment to centrally plonned developrment following

socialist principles. A balance of payment crises in the mid 1950's caused the import
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substituting industrialisation policy to be implemented in 50 Lanka {Vidanapathirana,
1999, Lakshman, 1976). This included a program for industrialisation based on public
ownership {Lakshman, 1976} leading to the establishment of NCCL in 1958 as a

nationalised SOEs,

i I
i

State Industrial Corporation Act No. 49 of 1957 defined a public corporation as a legal
entity owned by the government with considerable financial independence, within a
systetn of accountability to the public through Parliament. Accordingly, accounts of
NCCL were to be kept according to the Companies Act Ne. 17 of 1982. These accounts
were audited by the Auditor General, and sent to Parliament. Profits of NCCL needed to
be remitted to the government-consolidated fund. The Ministry of industries and Public
Treasury controlled NCCL. Simitar to other public corporations, NCCL was focused on

budgets for political and management accountability.

preparing and executing budgets approved by the head office. Administrative matters
were governed Ly the general administrative regulation. Thus NCCL's ccr{trdis' formaily
cmbodied a philosophy of bureaucracy, employing legal concepts thal owed much to the
statutery corporation model underlying the structure of British nationalised industries
{Kelegama, 1991), In particular the legal and administrative coneepts were influencer,
heavily by technical, scientific and rational concepts. These concepls did nol match
with the employees® *lifewerlds’ of NCCL. In the imitial phases of this state control
model, prcparatif_lm of budgets, payroll, and other personne! matters were carried out
using munu;ll in(‘(.)_rlmali on systems. Factory manapement used information for control of

behaviour of employees.

£
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Factory management established a hicrarchy of autherity relationships between head
office, the factory, and its production depariments that defined tasks and
responsibilitics. Their instrumental rationality gave rise to a distinctive management
culture within the factory. Employees from the village were controlled on a day-to-day
basis by supervisors from the village, Factory employees realised that the factory

management was attempting to dominate their *lifeworlds.”.

These employees negatively reacted to managers' instrumental actions that embodicd
formal contrals of employees' lives. Realising employees’ legitimate *lifeworlds’ needs
and their resistance towards instrumental -actions and formal controls, factory
management gradually developed opportunities that permitted employees to fulfil their
traditional commitments to the village culture, whilst meeling the requirements of
:factory managers for reports to the senior management in the head office. Thus factory

management employed communicativc'.fationality by allewing NCCL' ‘lifewarlds’ to

4
4

tI:_vo]ve in a balanced way.
6.2.1 Budget as a Steering Medium in a Shift System: Epivode I

Initially; budget was used as a stecring medium te make employees’ work karder in the
factory, rather than as a means of repueting to head office. Thus a production budget
emerged that eperationally linked supplics and production shifis daily and scheduled
working hovrs through time cards. This steering medium required that supervisors who
monitored production targets, checked employee productivity, and closely supervised
cmployees. As part of budget planing, a shift was defined as a slice of the budget
portioned into ciphi-hours of production. The control following budget as a steering

medium began 10 achieve lhe desired production during cach shift.
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Prodtiction managers encouraped employees to be committed to the shift, The shifts
became the focus of factory life and the budget was steering medium to control of work
by using instrumental actions.
i - g
S

Production managers at ihe faclory iegitimised [lhelr instrumental actions by employing
the production budgets. However, the e.mp]uyccs were uncertain about their
instrumental actions of this budget justification, They found it difficult to accept the
averly controlled work patterns used by managers to dominate them. They realised that
managers using budgets altempt to threaten their traditionally established culture, values
and social pattern of their everyday living in their various lifeworlds. A shop-floor
employee commented:

We were surprised about the management, their orders and machines.

They thought we like machines ourselves, We actually did not like

production managers to control us. We used to be free within our village.

We wanted to work and earn but not in that way.
Emp]oyccs continually recellected their cveryday life in the village. A shop-floor
(_:__mployec remembered. “Working in village life is enjoyable. Neighbours and family
members worked together without any supervision or control but we were collective and
harmonious™. |

s

Emp]oyccS found it difficull to adjust to instrumental actions and contrel of managers

because work discipline in village life was communicalively centrolled. A shop-floor

employee recalled:

We were highly controlled. People had to wark inside large buildings
with mysterious machines. Timetables, bells, supervision, checking,
and above all, working without talking were difficult for people.
People wanted to work and carn but not in that way.,
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Employees in the village continued to define their lives by referring Lack to traditional
ways and still wishing to engage in teciprocal village relationships and accompanying
ceremoninls. A shop-flooi employec recalled:
We have our own lands. 1f we ncglect them we do not have a living.
We used to live oo them but we want to earn an additionasl income.
" You know, otherwise it is difficult to live, Living is expensive. We are
poor people secking extra money for our living. We really only work
here for money, Otherwise we could stay at home.
Village life is full of cultural ceremonics and factory life interfered with employees
participation in these. A shop-floor employee commented:
We can't just ignore our traditional customs such as the ful! moon days of
Vesak, Poson, Asala Pinkams and Bali Thevil, village marriages,

Junerals, New Year, and customs are parts and part of our life. All are in
our mind. The factory is not the only part of our life.

Culturally, emplryees could not relate to a modern Western, fast-paced society. Many

employees had low commitment and metivation to formaily define controlling niethods. -«

The factory managers realised that they must help village employees adapt to factory

i
lite, cspegially the shift system. A former factory manager explained:

It was their village. They did not bother about the new life in the factory.
Shop-floor employees were uneducated and rural. Politicians appointed
some shop-flonr employees. Their traditional beliefs and attitudes were
difficult to change easily. Some of our major problems were maintaining
punctuality, continuous work by a target, preventing them from material
frauds, and enormous absenteeism. Putting them to a right rack of work
could nol he casily done.

A production manager commented. “The problem was we should not inlerfcrelfin their
lives. The result was a high level of absenteeism. Shop-floor employees did no} inform

whether they were coming for the following day work shift. Tt affected the prclin_ducticn

process very much”, i)
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Another production manager explained the effects of frequent traditional ceremonies,
"Our employees were and slill are active in all traditional ceremonics. We have to

manage cur production to accommodate these circumstances”.  Managers also had to

" recagnise the anxiety of employees and their lack of commitment. A production

manager commented that:
There were unsatisfied employees. They thought they did not have a
future. The problem was we couldn't help, What we could do was that we
didn't force them to do more work, We thought about scnsible amounts in
the budget.
Preduction managers and supervisors understood the attitudes of employees and they

di;crctely adjusted production targets to meet the ‘lifeworlds’ needs of employees in the

factory.

Generally, the ¢fficiency of employces adversely affects Company budgets, but this did
not happen in NCCL. A preduction manager explained, "The production managers
knew that the employees were not cfficient. Se T.hcyl did not promise the top
management very much through the budget”. A former factory mani.i.ger explained that
"we knew when absenteeism would be high. Then we changed our’j:rocluction schedule.
The production departments’ targets were set acccrdinlgly". | Th'é produclion managers
maﬁagcd external difficultics by including ‘lifcworldgj_.é;‘ in budgets. Managers st the
factery used budget lo accommodate employees’ (;(;nﬂicls, which arose from the
different perspective of their ‘lifeworlds® and the rcquirémcnts of management at the
head office. A production manager stated that "the budget was there but we had to
consider the demands of cmployees [lifeworlds) in the factory. They were more
important than the budget. We took into consideration employees’ prol_)!c'ms when we

prepared the Budg{:l“.
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Managers st the head office realised that good industrial relations relicd on the

roduction manager's budpet. A former general manager commented:
B B IL] L £

1f we had different views about the budgets we cordially resclved them.
Sometimes, the budget comniittee asked us to alter targets, as they would
not be harmonious within the factory. But basi-ally, it was the production
manager who was compeltent at deciding budret targets [taking demands
of employees’ lifeworlds].
The factory management treated lifeworlds concerns as everyday management issues.
Strategies of cveryday controls through on-going ad-hoc solutions emerged. For
instance, when employecs were unexpectedly absent, duties were reatlocated to other

employecs. Although this resulted in Jow production and discontinuity of work, the

factory still made profits as it had a monopolistic market protected by the government.

The head office was located far from the factory, snd viewed employees’ lifeworlds
concern as factory matters. This ignerance created conflicts between the staff in the
head office and the staff in the factory. Factory employecs believed that staff in the
head office enjoy lunury life at the expense of employees in the factory. The perception
of the head office was that it should sccure financial resources for the factory through
effective lobbying in the Ministry and manage through political interventions. Senior
“management in the head office realised that the key to resources and decisions lay in the

hands of politicians and that their pewers were weak,

Control and power in NCCL was formally vested in Board of Directors. However, the
'
Minister had exclusive power to appoint and to remave the Board, Chairman, and the

Gieneral Manager. The ability 1o ~npoint and dismiss people ga\}e considerable power to
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politicians. NCCL managers could not remove any employee without the approval of
the Ministry, The Minister was sufficiently powerful 10 appoint political nominees 10
the Board and as Chairman and General Manager. A senior manager commented, "it has
been the Minister who controlled the corporation, not the Board, The Board acted as the

agents of the Minister, nat the government”,

: ]-éi:ch chaﬁgc in povernment resulted in a new Chairman, General Manager and Board
members.  Consequently Board members took Little interest and pain in the future
;development of NCCL. Tnstead of looking to the good of NCCL, Board membeis
concentrated on cultivating relationship with politicians. In other words, these pcop].c

acted in the best interest of politicians than NCCL.

National policies dirccted the factory and the head office through party political
pressures to employ party supporters and extend party influence through trade unions.
Most employees were appointed on the recommendstion of politicians, A senior
manager commented "the number employed was much more than actually NCCL
wanted to run both the factory and the head office”. In this way, an average of 2500
employees was employed in NCCL. Frequently these employees were not competent in
the jobs they were appointed for. Conseguently, supervisors spent considerable time
instructing and fraining them, und maintaining close conwel. Many supervisors

remarked upon this. A senior foreman commented that:

. When we had new shop-floor employees we always had problems, They
were unskilled and untrained. Somctimes, they came from another
corporalion, which was completely different from this. But we had to
keep them with us because they were useful for politiclans,
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Upon joining NCCL these employces became members of the government party trade

union. Menagers experienced difficulties in contrelling trade union employees because

~ oftheir political influecnce. A former factory manager remembered. "The employees'

‘co-operation was difficult to achieve. On the one hand you have to tackic the trade

union's demands. On the other hand you have to make these pelitical men 'wofk

efficiently. It's very difficalt”.

Evaluating the performance of NCCL was difficult as the government’s ))alin’cians,
. A

L2

whose primary concem was to fulfil promises given to voters, directly influenced

pricing decisions. As a factory cost accountant observed:

Prices of cement were very important to the Ministry [by implication, the
Minister]. They insisted us ou fixing prices. Therefore, we did not rely on
our own pricing decisions. We did not have any method of doing so.

-:‘;E\r,‘een in this light, budgeting as information systems failed to establish cléar operational

goals for NCCL under these circumstances. A senior manager recalied that "the
management did not have such clear-cut goals or objectives. We were not in a position
to maintain them. The reason was we had to adherc to the government and Minister's
orders”. Corporate ﬁ!qirlning and budgeting was not effective as head office officials and

Board members acted in the interest of Ministers rather than plans,

6.2.1.1 Reflection on Episade 1

Y

The above description and analyses show that the management in the head office/Ind

the parliament ‘had little interest or expertise in regarding factory problems due to
conflicts between lifeworlds and budget implementations, These conflicts remained as

factory matters. The Ministers approved budpets without considering their contents:
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Board members approved budgets if they met ministerial concems; and the head office
budget commitiee accepted them if they offered industrial peace. Factory management

through production budgets sufficiently included ‘lifeworlds’ problems in production

e

l_-‘gl.]d'gets to tranquillise conflicts between factery management and employees. Thus,
budgets took place within interlocking causes and relationships within broader socio-
cuitural, econamic, and political structures at NCCL.

|

n

6.3 Information Systems in Regulatory Paradigm

in the late 1560s, the Sri Lanka government initiated a new control discourse around a
"pub]ic financial contro! regulations”. A control _of attendance and discipline of
ern_ﬁloyees was one of NCCL's managerial issues resulted from new public financial:
conirol regulations instigated by the government. The managers at NCCL considered
that the need of controlling employees® attendance was essential if the factory was {o be
effcct_ive with the new financial control paradigm. In essence, manually precessed
information sysiems were replaced by the punch card systems, information systems
began to be utilised automated systems as part of the new regulatory paradigm in NCCL
since the late 1960s, .
6.3.1 The Punch Card Sszstem: Episode 2

3
The punch card system was viewed as an efficient and effective system by which
emploﬁ‘izpﬁ'_ attcndancé.:%}uld be controlled to implement budget targuts for ca.r:h of the
factory shifts. In the l.ltc 19605, a newly appointed Chairman, witllill the h'.‘_:]p of senior
‘management, inlroiiii';;d an [BM punch card batch system for recording and uontroill'ng

ompliyecs' attendance, This system was located at the entrance of the factery witha
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staff of twenty personnel cmployed as time and attendance clerks to process
information. The office was referred to as "time and attendance” coming under a

supervisor of the aceounting and finance department.

Factory management used the punch card syster, as a management tool to control

attendance irregularitics of employees. Factory personnel officer commented:

Many employces did not report to work in time. This caused problems
for arranping shifis in the factory. Lot of employees went for leave
without taking prior approval, Some employees used to sign attcndancc
books without physically coming to work. SR
Employees viewed the punch card systerﬁ as another means by which factory

management controiled their working lives. Being villagers, they were dubious about

the merits of the proposed punched card system. The general sort of feeling among the

factory employees was that the punch card system was being to further control thelr day

to day suczal life. Employzes opposed the proposed systems through their party unions,

However, being a puwcrful representative of the Minister, the Chairman overlooked the
resistance of employees. An older shep-floor employee recoliected his past experience
regarding the punch card system:
|
We realised that the maragement was planning to control us using a new, |
machine. We did not know what it [the punch card system] looked likel
However, we realised it was going to threaten and dominate our social
life [lifeworlds] in the factory. Therefore, we opposed to it.
This control was antithetical to employees® traditional working culture in the villages.

Another shop-floor employce remarked. "We opposed the punch card system but we

could not change the Chairman's decision®, Using Habermas’s theory, the punch card
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system ulilisution could be deseribed as s “colonisation” of employees” *lifeworlds® by
the steering media of the time and attendance techniques and technolegy and to

objectify cployees” “lifeworlds,”

6.3.1.1 Reficction on Episede 2

The punch card system was an example of NCCL management using purposive rational
aclion {Goth instrumental and strategie) to achieve success in regulaling employees’
time and attendsnce. This purposive rationality emanated from the new financial contro!
regulatory paradigm adopted by the government. In effect, the punch card systemt was a
stéering medium af the factory management to steer the “lifeworlds’ of employees in
dircctions that were aligned to the goals of the government. Through the punch card
system, NCCL manapement affected the government's economically rationalistic policy
in the management of the faciory so as to realise push for "vaiue for money" in NCCL

{value for money concept is adopted from Beynon-Davics, 1994).

6.4 Information Systems in Financial Control Paradigm

. A new left-centred political party formed the povernment in 1970. It was commiited to

expanding public enterprises but they nherited financial enisis (Budpet Speech, 1970).
Responding to these problems, the new government introduced a legal framework to
control public finance through the Public Finance Act 38 of 1971. The Act required
public corporations to have budgets and associated financial procedures in an atlempt to
bring cconomic rationality to the sector (Kelegama, 1997). The objectives were fo
control govermnment funds through budgets, to control production targets, and to

introduce work discipline for the factory employcees.
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The new framework 1o control public finance had direet consequence for NCCL ay
financial controls and internal budgels, because audited linancial statements in public
. enterprises became legad necessities. A fictory cost aceountant stated that "linancial
conirols were 1he major cancern of thee Ministry, We had to go to this ofTice every week
o seck approval or advice. So the Treasury officers were the chicfs in dociding
allocations for us”. Officials in the Treasury implemented the government abjective of
limiting public spending and consequently cutting money granted from Treasury to
cerporations, They had to ensure thal managers at corporations used govemnment's funds
in the best interest of the public following the legal enaciment stipulated in the Finance

Act. They exercised power over accountants in the negotialion process.

-..6.4.1 Budgetary System with the Punch Card System: Episode 3

The Wbudgeting gained fegal status and NCCL had to manage the factory within
budgetary contiol. Comsmitting to the new financial repulations. preparations of budgets
and implanting them at factory became mandatory. Production managers inlerpreied
that the new eontrolling budgetary systems were an improvement on previous systems.
Ma’,ﬁagers used budpets to control emplayees by committing them 10 production targets

at each shifi.

The punch card system was used as a too! to control employees' shifts. Head office was
delighted with the new controls, believing that they reflected the new financial
regulalory paradigm. NCCL senjor management in the head office enjoyed cordial
relationships with politicians presenting reports to the Ministry which where them

passed them to the public through Parliament.
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Paradoxical movemenls emerged within the factory. The budgets provided production
targets and the punch card systesn menitored employee atiendance. However, these
systems were difficult w implement. Employees' cultural resistance began 1o appear
with economic erisis. During this period there arose political tensions in Sri Lanka,
which impacied, ot NCCL. through trade unions. Trade unions organised against the
NCCL contre! systems by means that were not always visible. A shop-floor employce

commented;

In the early 1970s, the gevemment prohibited a lot of important
consumer gouds. Salarics were nol sufficient for the mipimum living
conditions of employees. Managers atiempted to controf us using modern
machines [e.g. the punch card systems]. We protested management’s
actions via trade unions. Trade unions were very active and national trade
union leader was a Minister of the government during those days. The
naticnal union controlled our union.

A former Factory Manage recalled the period:

Trade union activitics were tadical at that time and they had considerable
amcunt of power within the corporation becanse they were the official
repr":sentatwcs of the Minister in NCCL, We had 10 listen to everything
frora them. 1 mean even for 'short leave’ it was a matter for trade unions. [
must admit that they made lot of decisions. However, budgets, and the
punch card system, were beyand their realistic targets.

The Factory Manager further said:

If an employee was reprimanded for his late attendance, he came with a
. trade union teader and questioned us. Even though the punch card system
had recorded actual time of attendance, we could not take disciplinary
actions against employces because of the activism of powerful trade
unions and the relationships they had with the government Ministers.
Often Ministers influenced our decisions.
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Factory trade union leaders, often being the leaders of villages sought to protect their
;ultuml intcgrity and ‘lifeworlds’, by demands through trade union agitation,
Employees' depression in the factory was linked up with a vasl array of cconemic,
political, aml cultural intricacics. 1t was political because trade unions were linked to
national pelitical parties; it was ceonomic as employees wanted [reedom to supplement
their factory income hy paricipaling in the village economy; and it was culmral. a8
employces wanted to protect their ‘lifeworlds® from the cconomic crisis and

managernent controd.

The situation raised broed issues of social, economie, and political contexts of systems
development and practice. Both the budgetary and the punch card systems penetrated
deeply into the social and culwral control of employees, leading to loss of culturally

embedded value systems of employees.

Generally, trade union leaders are not aggressive in Sri Lanka. This is consistent wilh
their traditional culture. Politicians use trade unions as instruments to achieve their
politically motivated objectives. Crganisations’ unions are linked up with national trade
unions, Either Ministers or a representative of elite groups become leaders of national
trade unions. [n this manner, the leaders of national unions, being from educated and
wealthy families, find it difficult to understand and to empathise with the problems of
shep-floor employees. Therefore, being from a different social class, they do not
genuinely represent employees' rights in the working places. Often, union leaders little
more than merely carry out the wishes of politicians helping to implement some
movernment changes in crganisations while ignoring the damage these changes could

make te broad cultural and socio-political struclures.
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Thus, the trade unions, whilst supposedly acting as vchicle for social and economic
justice, in the work place, they also provided for nccess to political and exercise of

traditiona! kingship { Wickramasinghe & Hooper, 2000).

In periods of economic downtown, same employces worked additional hours during the
weekdays and weekends at the factory, This could always be done because as a shop-
floor employce remembered that "here were ad-hoc arrangements on shifts-in the
factory for production. [n fact employees controlled the production, In certain days, we
used to work in others' shifts by negotiating with factory supervisors®, This attitude of

employees was widespread indicated by a foreman remarking that:

We knew shop-floor emplovees' problems. We were disappointed about

their economic problems. When we wanted 25 employees for a shift,

there were about 18 men. Cn the following day also we have the different

number but with different people. They had such an informal

amrangement, We sympathised about this. We could not take disciplinary

aclions against this because trade unions worked apainst us, 1f we took

disciplinary actions against employees, some times the Minister

questioned us about these actions.
Mangers found it difficult to implement budgetary controls because of paolitical,
economic, and cultural censtraints, However, they were aware that politicians were
meore concerned about politiend survival and responding to political distrbances rather
than imposing financial regulations in the public sector. These punch card and the
budget systems were linked with the development and implementation of govemment
objectives in NCCL within the regulatory framework of financial contro} of government
enterprises,

i

Politicians increasingly influenced factory affairs thus causing difficulties for factory

managers to realise production targets using pudgets and the punch card system. The
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punch card system was subject to political decision making, Politiciens thought that
they could provide more jobs for employees if the punch card system was removed. In
1979, the Chairmian, whem was appointed by the then Minisler of Industries and
Scientific Affairs removed the punch card system and reinstalled manual system for

processing employees’ atteadance.

Consequcnt.l;', sixty new employces were recruited and assipned to the time and
sttendance office. The operation supcrvisor of the time and attendance section was
redesipnated as an accountant and appointed as the head of manual operations to
administer cmployees attendance in the factory. Employees viewed the remeval of the
punch card system provided wilh a relief. An older shop- floor employee recollected his
memaoties about the reinstallation of the new manual systemn for processing employees'

attendance as follows:

Removing it [the punch card system] was good for us because, we
thought machines would rzver monitor our life again. In the villages, we
are free and we are not monitored. No oulsider controlled us in the
village. We cenlrel ourselves.

6.4.1.1 Reflection on Episode 3

Village life evolved over centuries. Work, family and leisure were integrated, as was

ownership and conirol of the means of production. The control resided in social

relations at the village level. Villagers were mostly unaware of the modernisation efforts
of the government. Trust, mutual understanding, and traditional kingship practice
poverned village life. Formally processed information to control work, family and
leisure via machines and techniques such as punch cards and budgetary systems were

pot needed. fnformation was informal and implicit in village culture, which operated
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within a system of rcciprocal understanding, The government Minsters and their
representatives in the head office had little idea about how the activities of the faclory

_disturbed traditional values and conflicts spawned in factory socio-cultural ‘lifeworlds.’

6.5 Reflection on State Controf (Phase 1a)

After independence in 1948, the new Sri Lanka government introduced modernisalion
and industrizlisation following the state-control madel of socio-economic development.
This resulted in the establishment of public owned enterprises in S Lanka following
the Western bureaucralic, scientific and rational planning methods. Peliticians, to
suppert their political promises about enlkanced cmployment opporlunities, initisted
inﬂustrial initiatives and factories. !n the minds of politicians, the establishment of
faclories was understood as traditional kingship rather than a vehicle for mobilising

socio-economic development in the country,

Managers used fornmal information systems to steer socio-cultural ‘lifeworlds’ of the
factory through tecliniques and machines such as budgetary and punched card systems
within a bureaucratic moede] of rational planning to realise political objectives of the
' government. This appreach was based on technocratic modes of organisational control

with rational-legal, economic and purpesive rationalities.

e Employees interpreted budgets and the punch card system as instruments of domination
o 5.-:’of their lifeworlds. Information systems therefore appeared to endanger the employees’
lifeworlds inside the faclory.  Though politicians promised socin-econnmic
devciopment through industrialisation using the state-controlled model, their

development planing did not adequately address broad issues of socio-cultural,

economic and political contexts of Sri Lanka Thus information systerns development
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within ihe state control mode} did not improve NCCL and did not assist the socio-

economic development of Sri Lanka.

6.6 information systems Development and Practice under the State-Control Phase with
Open Economic Palicles: Phase 1h

Information systems development and practice at NCCL changed once again following
the market-based model introduced under the open cconomic policies by the right-
centred government which swept into power in 1977, The government commitment 1o
market economics brovght fundamental changes to the industrial policy based on import
substitution and central planning (Karunatilleke, 1993). Palicy makers believed that this
ma;rket economics policies would result in a more competitive environment and thus

greater organisational efficiency (Kelegama, 1993).

This was realised in the push for value for money amongst the public scetor, One of the
majot compenents of the povernment ideology during 1977-1993 was the objective of
i.mproving the efficiency and effecliveness of public corporations. The consequence of
this improving efficiency and cffectiveness was the povernment policy was framed in
terms of belicfs that internally generated savings should finance part of NCCL. This led
to ideas of improving the pelitizal and management accountability of NCCL, both of
| which pointed in the same direction: more and better information, Management was put

under pressure to unprove performance and reduce operaticn costs at NCCL.

This politichl and management acceuntability idvi. required NCCL to implement a
fully dcw_:ldped managcmem'budget approach. Information was clearly cast as the
currency to be used in decision-making and to menitor and imprave the performanee of

tasks on which a new market system for NCCL was to be devcloped. These new
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changes were resulted from successive government's objective of limiting public
spending and conscquently culting money granted from the copsolidated funds to
corporatioﬁs. Hﬂwcvcr, the changes did not resonate with broad agendas of socio-

economic development.

The political and manapement accountability ideas provided a foundation for the
introduction of computerised information systems both at the head office and at the
factory with the support of newly arrived information technology. Thus the management
introduced the _.'computerisation project in a context of financial and performance
problems at N(fCL‘ Computerised information systems werc considered by NCCL
management to be techniques and strategies that would solve their problems and
decision to develop computerised information systems was taken, However, the
development oi“. these information systems was constrained by deeply rooted socia-

economic and political siructures within NCCL

6.6.1 Computerised Information Systems for Accurate Information for

Management Accountability

In 1983, with a decision made by the Chairman, batch processing Wang computer
systems were purchased at a cost of Rs. 1,9 million from DBMS, a local supplier of
tBM computer systems. An information technology manager revealed that this amount
was far more than the amount what actuaily NCCL could be afforded during those days.
OF these computer systems, an I[BM LVP 2200 computer, compatible with BASIC
programming, was installed in the head office whereas an IBM VS 25 compiter,

compatible with COBOL programming, was installed in the factory. Accardingly, two
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computing unitz for data processing were ereated both in the factory and in the head

office.

The factory data processing unil was organised under the factery chief accountant in a '
highly secured "machine room” which denied unauthorised aceess, Similarly, the déta
processing unit in the head office was kept under the headship of an accountant,
designated as operational supervisor, within the finance department. Both systems
remained under the control of the finance manger who conirolled owverall financial
matters of NCCL. These baich-processing systems were expected to process
applications such as payroll, supplics, sales, and accounting to provide accurate

information for newly emergant financial controls employing market principles.

Systems analysts and programmers were recruited by using an intellipence quotient (1Q}
test. However a former computer programmer, who was later promoted to 2 systems
analyst, recollected that "only few programmers and systems analysts passed the IQ test
and others were appointed by the Minister", Politicians were more concerned about their

party supporters than actual performance in systems development projects at NCCL.

Initially, the supplier of Wang computer systems, DBMS, organised training for
accountants, systems analysts, and programmes in the data processing units who did not
have previeus work experience in computer applications. The training, as commented
by a systems analyst "was provided about one and half months for programmers and
just two to threc days for systems analysts and accountants”. The training was difficult.
A programmer, who was later promoted to an information technology manager of
operations, explained. "We could not understand the meanings of what the trainer was

teiling us, his language, terms used, data structures, data files, ficlds, codes, ete,, not
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|
cnly computers but all these were new to us™. An accountant, while faughing stated that

"we heard the term 'fields’ in our village paddy fields rather than in an office. These new

terms were strunge to many of us”.

The content and manner in which the raining was conducted resulted in staff not being
able to develop and use information systems properly manner within NCCL. Training
was conducied with little or no interaction with participants, followed an instrumental
approach, with no open and free discussions which are usually necessary for the success
of information systems development and practice. A systems analyst that participated
in.the training programme commented that "we were told rather than taught in the
course". The training was unable to properly trained trainecs to develop computerised
information systems. However, management cntrusted the task of information systems

development to these trainees.

In systems development, ail the analysts and programmers adopted technical and
instrumental approaches assuming the role of "experts", These experts assumed that the
knowledge possessed by them was not available to users, or other involved parties, in
the organisation, Users and other involved parties were foreed to consent to the
proposed actions of systems analysts, These experts belicved that systems development
is a neutral sction. They ignored sccial contexts operating at NCCL when developing
information systems. As a result, many information systems devclopment projects
eventually failed. Thus, management attempted to steer NCCL in line with the
objectives of the ruling government's market principles, through information systems
development, in a direction that was not commensurable with the demands of

employees’ ‘lifeworlds’ at NCCL.
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6.6.1.1 Wang Computerised information System for Management Accountability:
Episode 4

The Wanyg computerised information systems was uscd to process applications such as
payroll, sales invoice analyscs, inventory snd supplies, and preparing statutory accounts
to streamline and rationalise NCCL's business transcctions.  Two data processing units,
with newly trained information technology staff, were expected 1o gencrate the
necessary information. Factory management, using such information, was supposed to

transform NCCL towards becoming a more effective public corporation.

The povernment and senjor management at NCCL assumed that NCCL was thus being
transfarmed through new computerised information systems. However, the dynamics
operating within socio-economic and pelitical structures at NCCL complicated the
development process in that new conflicts appeared when the newly introduced
computerised information systems began to appear and influence employees' work and

“ifeworlds®,

NCCL management realised that they needed accurate information. However, the
infoomation systems development at NCCL, since its inception, whether manual or
computerised, has tended to be patchy and piecemeal. Each analyst was piven a job of
developing information systems for a specific area such as sales, peyroll, accounting,
and inventory both at the factory and the head office, All the analysts conducted their
development in a similar manner. Analysts were given information requirements by
senjor management, software vendors provided software, users and other stakeholders
were not involved nor was their participation considered impertant, and systems

development was mainly ad-hoc.
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With all of these, what is inferesting is that information systems development was
taking place in often highly turbulent sovio-political contexts at NCCL. One
consequence of this was that any computerisalion project carried out in NCCILL had 1o
consider the many forms of relationships that were going to be affected by the
computerisation project and what activitics had to he undertaken to ensure that those
relationships helped the project. However, there were numerous socio-cconomic, and
political rclationships placed constrains upon information systerns development and

practice al NCCL,

Since its inception, management of NCCL lacked expericnce in developing and
managing a computerised information systems project. Like many other public sector
organisations, compuler technology was new to NCCI. Almost all the employees,
including senior managers, had never worked in, or been exposed to a computer
environment, Initially, with the announcement of the new computerisation project by
the senior management, many employces expressed opposition through their trade

unions. A systems analyst recalled that:

Huge employees' agitation was penerated against the computerisation
project. Some feared about loosing their jobs, Others thought their
importance would be reduced within orpanisation if computers were to
take over their jobs. 51ill others believed their work was going to be
taken over by the data processing unit. More employees believed that
their work would be menitored and controlled using new information
processed by the computer systems.

[t has been asserted previously that, in Sri Lanka, informal communication appears as
the dominant mede of communication. Informal communication includes much tacit

information that is intemalised within the ‘lifeworlds’ of cammunitics. Traditionally, Sri
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Lankain communitics were lergely informally contrelled through communicative

actions. A shop-floor employec in the factory stated, "no one controls us in the village".

'Employees continued 10 work at NCCL in a rather informal manner. Computerised
information systems were not valued, and indced were subverted by informal
communication of employces. Employces perceived that computerised information
systems degraded their personal communication. Employees feared that the use of
computerised information systems would lead to their being dominated by an over-
emphasis on technocratic modes of organisational control, which threatened their
“lifeworlds.” NCCL management introduced the computerisaticn project to change the
organisational culture and to improve the overall performance without considering

‘lifeworlds® of employees at NCCL.

This use of power by senior management, driven by government objectives, prevented
open and free communicative discussion with employces about the introduction of
computers in NCCL, The management legitimised their introduction of computers by
asserting that their decisions were inevitable, being forced by economic circumstances
of improving efficiency and effectiveness, and thus were politically neutral. However,
employees undersiood that management decision to introduce computers was politically
motivated to change their conditions. Employees expressed their opposition and they
feared that computer systems would threaten their culiural values. Employees organised
against the computerisation project through their unions. Unions were thus used by
employees as & medium through which their socio-cultural value systems could be

protected from the domination of management.



194

The employegs were dubious abuat the merils of the new computers. They realised that
their work-;\iiiiﬂs would bhe closely monitored thorough computerised information
s§:3m5 and thus the factory management would control (hem. Employees perceived
new computcrised information systemns as a threat to their job sccurity. Some employces
believed that compuierisation of their work would lower the standards of their living
patterns,  Many wha did overtime for additional earnings were particularly fearful and

. actively opposed the computerisation project.

After the introduction of computers, many employees used derogatory terms such as
'complicated machines' and ‘compactor. A shop-floor employee stated that, "they
[computers] were brought here not to help vs but to threaten our lives". An information

“technology manager recoliected reasons for introducing computers at work:

Apparently, there was no identified reason for moving from manual to
computerisation of work as such. However, the idea of introducing
computerisation project was to introduce remarkable control over
finance, production targets, factory shifts, and everything with a
minimum number of employees rather than actually transforming NCCL
towards a better organisation.

8ri Lanka's culture reflects a collective society where members of the society construct
social structures which express concems with each other in a well-understood system of
statutes and mutual obligations between familics, Traditionally, familics and
neighbours were govemed by trust relationships. They supported each other within
villages without any wagc negotiation. When employees realised that their jobs were
peing to be threaten by new computerisation projects, they organised against the

projects, as they were concemed about their own and fellow calleajrucs’ job sceurity.
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Senior management controlled employees’ resistance using covent sirategic actions, thus
indirectly fulfilling the promises of politicians and by implication the govermment

abjectives. They offered salary raiscs for these who were joining the data processing

Lo units, thereby suppressing employees’ agitation against the computerisation project. An

information tcchnology manaper recalled, "in order lo overcome resistance from
employees, the management increased salaries for those employees who were willing to
join data processing unils”. As a consequence, many cmployees who suffered from
economic problems and were unable to maintain their families with low income joined
the data processing units as data entry clerks. Many of those who joined the data
processing units did not have sufficient knowledge about the tasks of the data

processing units.

Employees had never secn computers before. Another information technology manager
commented that "alt employees who joined with the dala processing unit as data entry
clerks were concerned only the salary increase for their own interest, but not because
they liked the compulerisation project or they were aware of how to work with
computers”. On the other hand information technology professionals had promised
employees that the proposed information technology solutions would transform NCCL
into a better organisation. An information technology mannger stated that "unions were

opposed, but management persuaded many employees that the computerisation of

‘works would benefit them". In this way, NCCL management used covert strategic

actions to realise its purposive rational objectives in the computerisation project.

While NCCL's systemns analysts and programemers were legitimised by management as
developers of information systems, an outside specialisi from DBMS was brought in by

the management and introduced sofiware for processing payroll, inventory, sales



196

inveicing, and general accouning, despile a mass protest by the trade unions. Ajdough,
the soflware vendor did not have prior experience of intreducing such a large project, he
expected NCCL. to modify ils intormation needs according 1o the processing facilitics

and capabilities available in the software package.

An understanding of a nation’s culture as part of requircment elicitation is considered as
an impontant delerminant in the information systems development success (see
Thanasankit & Corbitt, 1999a). There are many researchers who suggest that during

elicitation, systems analyst should “acknowledge the socially organised character of

'work and its environment” {Randall, Hughes & Shapiro, 1994). Luff, Jirotka, Heath and

Greatbatch (1993), suggest that inadequate attention is paid to the social context within
which computer systems function, resulting in many systems cventually failing.
However, recognition of social contexts in systems development did not happen at

NCCL,

Neither outside experts, nor intemazl systems analysts, had conducted proper
requirement identification for any of the modules of the software package introduced at
NCCL. Rather the senior management dictated the requirements. Senior management
was not propetly educated regarding information requirements because they ;I\»-'ere .
subject to whims and fancies of politicians® self interests which were not related to the

actual performance of corporations. A system analyst recollected his experience,

“Senior management expected from us to develop such a system that could meet their
information requirements for controlling production scheduling and factery work-shifts,
however, they were also little aware about their needs”.  Recalling traditional Sri

Lankan culture, be seid, "I didn't want to create conflicts with my superiors, because
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our eulture is to respect them”, However, the information sysiem introduced by the
software provider was incompatible with the information requirement of management.
A former data-controlling officer explained the process adopied by the external expert

during the introduction of a payroll system at NCCL as follows.

What happened was, before introducing the system, one day, an expert

from DBMS came to our organisation. He just asked what information

we want from the system? We gave our requirements. We thought, he

would bring us a system that we need, but the system, he introduced was

- completely diffcrent from the ene we wanted.

The software provided by DBMS was incommensurable with the needs of NCCL's
pa_yroll processing requirements, NCCL payroll system was comp]li'cated by massive
links pperating with production shifts, targets, overtime payments, leaves bonus,
performance bonus, incentives, foan, and advance payments. Users found very difficult
in producing required management reports using this softwarc system. A systems
analyst remarked, "We also could not do much to improve the system because we were
not aware what he [the external consultant] was doing!" He acknowledped that he
lacked knowledge about both software and payroll structure of NCCL. "I also did not
have much idea about NCCL's payroll system. I had to listen to what he [the external
consyltant] was telling me". However, the systems analysts had realised that users could

not generate reports. "Users also could not generate employees' pay sheets and other

reports for the use of management”. A former data-controlling officer explained:

the package introduced at our organisation was originally developed in
the USA and consequently used in some other srganisation before. It was
not the system we wanted. Our system Is totally different. He initially
agreed us to provide our own system. Now he wanted us to adjust our
requirements according to the facilitics available in the software. Can we
do that? It's going to be another nighimare.
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The consultant from the sofiware provider (DBMS) together with NCCL's systems
analyst introduced modifications to the system. "Afler introducing srdware, we had lo
intreduce loi o modilications", remarked another systems anslyst who was manning for
inventories and supplies syslems. A systems analyst stated that "we didn't invelve users
in designing of systems. They came 1o know only when we were trying to put systems
into work". He furher cxplained his instrumental and technocratic approach, used in

systems development, stating that:

Users did not have ideas about systems development, Until users saw
the system and began to work with it, they didn't know what the
- system Jooked like. When they began to work, then only they realised
what they wanted from the system.
Users were considered as unintelligent and passive objects to be manipulated and
controlled by instrumental actions of systems analysts. When users were experiencing
problems in use of systems, they werc “users whe lacked expertise” but not the systems
analyst, "Once the system has been developed, users belicve that's the end. They expect
everything to be done by computers”. He further said, "they don't make any attempt to
generate anything creatively, Most users didn't have background of computing, because

those whe joined data processing units were transferred from other sections where they

worked as manual clerks".

In Habermas's terms, rather than employing communicative action to cultivate
employees' capabilitics to use information technolopy, thesc experts acted
inappropriately in an instrumental manner, serving their own best technical interests and
the perceived technical interests of senior managers at NCCL. In this way, they
objectified the systems development by dominating the lifeworlds of employees at

NCCL.
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In gcneral; employecs who joined the data processing units as data operating clerks
found it hard 10 use information systems developed by both cxt::mfil and internal
expeorts. The exj_sling manual procedures dependenl on a whole series of human
decisions and judgements for which rules were tacit and located within the lifewc;'flds of
employees, In such an environment, these staff members could resist any attempt to
translate their intensions and actions computerised information systems. They oppaesed
systems development in various ways. They perceived that the technical and instrument
approach of experts in introducing comprised systems appeared 1o threaten their values

systems and ‘lifeworlds.’

Even though they opposed the computerisation project, they believed that they were *
ignored during the system deign and modification of the payroll system, Forced by
their econemic problems to accept the higher salaried positions in the data processing
units, these employees experienced cultural clashes with modern technology introduced

by NCCL's management.

Users repeatedly refused systems development projects that were dominated by systeqﬁ

analysts, A systems analyst explained how:

I developed a credit control module as part of a sales and accounting
information system. The finance department gave the information
requirements to me. Sales clerks refused to use the system when it was
implemented. They continued to work with manual system for recording
credit information about sales.

Users and other affected parties, such as employees in other divisions, were reluctant to

change their everyday life to fit *n with the change of computer technology, which faced
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employees' seepticism. Generally, employees at NCCL. proved that the development of

technical information systems were unsuccessful without their participation.

Users perceived that their participation in systems modification was essential if it was to
be successful. However, user participation was restricted by the power of systems
analysts and cutside consultants. [t was found that, employees perceived that a system
of knowledge lies in collective decision making where members of the community
express concems with each other. They perceived that trust and mutual understanding of
human actions are vested in custors and traditions. In general, the everyday life of most
of employees was built into cultural values of working as a family with cquity, trust and
reciprocal understanding. This everyday life was fused with Buddhist teaching. Most of
the interactions in employees working lives were enacted within understandings, which

arose from contexts of commonly experienced ‘lifeworlds.

However, systems analysts and external consultants ignored this social grammar that
influenced as 2 whole in every single interaction between employees at NCCL. The
former data-controlling officer who worked for the payroll section rccalled. “Although
we don't like to see the computerisation of our work, there is always a way forward".
Recalling how they make decisions in villages, he explained. "We were not given
opportunities to involve in the design and modifications of system nor we were
consulted for our vicws about the system design. It was only by experts deing
everything". If we are involved, he explained, "we know lot about NCCL's payroll

structure. We know how to get it done”.

Referring to the socio-cultural values of Sri Lanka, he continued to explain how

.I.:
information systems could be developed. "It is we who should work together te develop
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information systems”. He understood the fact that information systems development
should be carried out as a knowledge-sharing aclivity among different partics in a frec

and an open environment.

A greaf deal of criticism arose {rom the staff in general over the long development times
and manpower resource implications for the computerisation project. Several factors

contributed to this charge as information technology manager explained,

When there were technical problems in computers in the factory we had
to bring the matter to the notice of the head office. Our matters were not

. priority concems within their agendas. The head office had litlle
understanding about factory affairs. It took many days to come and sort
out factory problems. They also not tock much interest because the
factory was located in a remote area, We could not work with computers
until they come and solve those problems.

Generally, ever siuce the inception of NCCL, employees in the head _pfﬁce viewed

employecs in the factory as of en inferior status. The perception of factory employees
was that the employees in the head office enjoyed luxury life al the expense of factory
employees, They believed that the factory staffs, but not the staff in the head office,
were undergoing hardship in cement production with the minimum facilities. This
division was reflected in the organising of data processing units in the factory and head

office.

While information technology people in the factory were struggling in developing
information systems, information technology people in the head office exercised a
considerable amount of power over the information technology staff in the factory. A
factory systems analyst recollected. "As far as status are concerned there is no

difference between people who worked both in the head office and in the factory, but
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they thought that they are superior to factory information technelogy staff, because they

fiad aceess to many information technology resources™,

The contvol of power exercised by information technology staff in the head office, over
the information technolopy staff in the factory, created conflicts between these two
praups. These conflicts plagued information systems development in the factory, which
were further exaggerated by hardware and software failures. An information technology
manager of operation explained. "We had to depend on our suppliers for maintenance".
Additienally, the factory computers repeatedly made hard disk errors due to clectricity

flyctuations.

- Mareover, information technology personnel- .;vere not skilled enough to properly
. develop information systems, All these added to the slow progress made by the
computerisation project in the factory. An information technology manager explained
that “information techmolomy people were and still are not competent ¢nough to
implement change through information systems development. This is why many people
-in other sections didn't trust or the works carried out by the employees in the

information technology units".

'The inability to develop successful information systems is mainly related to the lack of
_ understanding about the social context of NCCL by information technology personnel.
Since the late 1960s, computer education in S¢i Lanka has been developed as a technical

profession.

Software vendors, whe mainly provided standard Western technical solutions, used their -

own experts who had been trained as technical staff. These information lcchnology-‘ﬁl'".
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personne! lacked understanding about major social issucs and complex intricacies
operating within NCCL. They could not appreciate the idiosyncrasies of operations
operating in Sti Lanka, A systems analyst commented that “it was very difficult for
them [outside information technology consultants] to implement their solutions hecause
they lacked social knowledge in systems development. That’s why computerisation

projects took unusually long time to implement and some projects were abandoned”.

Employees perceived that the main reason for the introduction of computerised
information systems te change in the political and cconomic climate in which NCCL
operated. Despite the proposed benefits of the computerised information systems, the
employces feared disruptive changes in work and social life. These employees® fears
regarding the computerisation of work became reality when management announced a

compensation plan to remove the excess staff. A shop-floor employee explained:

This was what happened afier the introduction of computerisation
project. The payroil section, previcusly 60 employees, was reduced to
twoe. Similarly, the number of cmployees in other divisions was reduced
significantly, The management removed cxcess staff, offering
compensation of Rs, 20000 per employee, following the government's
recommendations of removing excess staff in public corporations.

NCCL had ignored the social cost such as uncmployment problem and the resultant
economic problems of employees of information systems development. These retired
employees added to increase the unemployment problem in Sri Lanka wo_rf.i.'ening their

living conditions.
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6.6.1.1.1 Reflection on Episode 4

One of the main claims made for the development of computerised information systems
was that it provided valuable information for decision-making tasks. This idea was
inspired by the carly writings of Herbert Simon (1977) who wrote that information
systems reduce the complexity of decision-making rationality by relaxing the bounds
that prohibit informed optimisation of the decision problem. Management actions at
NCCL. were framed by Herbert Simon’s conceptualisation of economics of information
processing. Their ideas were heavily influenced by the open cconcmic policies
im_roduced in 1977 by the Sri Lanka government. Following these tdeals, computerised
information systems were designed to improve the efficiency and effectiveness of

NCCL,

The introduction of Wang computerised information systems clearly adhered to these
ideals. However, management did not take into account many important aspects such ag
the nature of the organisation, its social, economic and political structures, experience in
management and organisation of computerisation projects. Neither did it identify the
skills necessary for information technolopgy professionals, and infrastructure facilities
required for the computerisation of works. Tt was partly unable to meet the interests of
various employee groups and assumed that computerisation of work could be

undertaken with no disruption underlying socio-cultural *lifeworlds.’

Consequently, management ignored the importance of practical problems of employees
whose voices were suppressed by dominating managerial actions, As a manager
explained, "compuiers were just introduced without censidering social aspect of life of

employees”. In this light, it can be argued that information systems were adopted to
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strengthen the narrow instrumentai and strategic concerns of management of NCCL

rather than actually te transform NCCL towards a betier organisation.

6.7 Computerised Preventive Mainteaance Information Systems for Management

Accountability: Episode 5

In 1987, senior management recognised that maintenance of factory operation was
central to its modemisation propram at NCCL. Consequently, introduction of
computerised preventive maintenance information systems for maintenance activities in
the factory plants was regarded as essential in addition to computerising the payrol,
sales invoicing, inventories, and gencral accounting system. The respensibility forine
development of the computerised preventive maintenance information systems
remained under the factory data processing unit but took place in a highly turbulent
socio-cultural and political contexts. Factory enginuers saw this new system, although
developed for their use, as « tireat to their professional status and their conditions of
employment. While engineers were fighting to preserve their professional status,
systems analysts gained states as cxperts in the development of the plant maintenance

system.

E/ngjneers saw the newly appeared information technology profession in peneral, and
I_H/{Je/(;ple who worked in data processing units, as a threat to their already established
.I engineering culture. This gave birth to conflicts in both an organised and passionate

mayner, by engineers with information technology people in the data processing unit.

Conflicts appeared as factory engincers sought to preserve their professional status

within the factory. Engincers were considered as experts in production, maintenance,

electrical, and wiher engincering works, A shop-floor employee commented.
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When therc was & problem in the plant, we always had to sce an
engineer through our supervisors. Though we knew how to get the
muachines 1o run guickly, we were not allowed, we had to wait till abl
engincer came and said OK.

~ Engineers thus used technical, scicntific and bureaucratic techniques and methods to

control work in the factory.

A sipnificant number of engineers opposed the proposed plant maintenance system that
was to be developed to put the senior management initiatives into practice. A systems
analyst commented that engincers’ support in the development of computerised
preventive maintenance information systems as essentizl part of the project: "it was
essential for engineers and technical staffs to support the development of plant
maintenance information system. Their participation was also essential because the

proposed information system was meant for their use in plant maintenance".

Briefly the computerised preventive maintenance information systems was expected to
monitor breakdowns of plants and take preventive actions to effectively control
production and employee-shifts, Management believed that the introduction of the
computerised preventive mainlenance information systems could provide a means to
direct attention to the maintenance of factory plans, and thereby management could
organise employee-shifts accordingly. By using computerised preventive maintenance
information systems, management believed it would get rcliable and objective
information ebout plant maintenunce activities and thereby reward employees for grater

efficiency, This information, in turn, could be used for the financial control at NCCL.
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Engineers, as users of computerised preventive maintenance information systems, werc
annoyed that they had not been consulted earlier by the senlor management. However,
engincers were refused the right to participate in ihe requirement identification process
initiated by the systems analyst. The gencral fecling among the engincering staff was
that computer, and by implication, pcople in the data processing unit, was being used,
yet against, to further control professional people and engineering culture. Enginccrs
believed that systems analysts did not have sefficient understanding about plant
maintenance and that they should develop the proposed system, A systems analyst,
working with the computerised preventive maintcnance information systems stated:
Enpineers did not co-operate by giving information. They viewed that
they could develop it [computerised preventive maintenance information
systems] if trainiog was given to them. They believed that enpineers, not
computer people, should develop the proposed system. Moreover,
engineers felt that systems analysts do not have sn idea abeut plant
maintenance to develop a better system for their use.

Engineers feared that systems analysts and the data processing unit, by way of

computerised preventive maintenance information systems development, would gain

control and power of their work within the factory. They realised that their ref:cgnition_,

as experts would be reduced if data processing unit controlled the plant maintenance
system and, by implication their enpinecring expertise within NCCL. Engineers
questioned the legitimacy of systems analysts' developing system for engineers® work.

A factory engincer commented:

They [systems analysts] pretended to know everything. Who are they to
cotne and ask questions, I mean from engineers, what information do we
need from the computerised system? What they know about factory
maintenance? What they know about us [engincers]? They knew nothing
about plant maintcnance. They might have been familiar with a bit of
computing but nothing about plant maintensnce. Plant maintensnce is a
completely different busi~ess,

E
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The devulopml.;nl of computerised preventive mainterance infermation systems in
general and the invelvement of systems analyst in the development of computerised
preventive maintenance information sysiems in specific were annoyed by enpineers.
This agitation was further increased when the management incrcased salaries of
information technology people in the data processing unit by 40%, This salary increase
of information technology personne! went up above the salary level of enginesrs and
some other executives such as accountants and technicians. An engineer stated that
"computer staff had neither gained qualification on a par with us, nor were they

competent in their profession. How could they be considered as superiors to us?

However, the fact that engineers and technicians: opposed the raise resulted in a
decreased raise of pay, which led to bad feclings and poor morale among computer
professionals. The computing staff perceived the decrease as a low appreciation of the
information technology function within NCCL, mainly due to structural design of the
orgunisation. An information technology manager siated:
Computing in general, and staff who werked in the sections have not
received due recopnition right fiom the beginning to now becavse it
[computing section] was and still is an instrument of finance department,
Managers who used information processed by the computing units were
esteemed but the puople who made available such information to them
[i.e. people who produced such information while werking behind th
sereen], were devalued, o
The information technology manager further said, “however, a systems analyst who had
a deduction from his salary subsequently left the Company for a higher salaried position
in an anather Company™.
I
Like other computerisation projects, the development of the computerised preventive

maintenance information systems was significantly affected by party politics. Factory
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employees opposed the proposed system through their trade unions. This arpanised
resistance resulted in a persenal clash between the senior systems analyst, in the fuctory
data processing unit, and the trade union leader. As a soult of this clash, the senior
systems analyst, who belonged to the opposition party, was transferred to the head
office on the request of the trade union leader wha had ties with the Minister of the then
ruling government, A systems analyst commented that "we came to know later that

engineers nlso supported Mr. [X's] transfer.

The development of computerised preventive mainf#"_nancc information systems
ostensibly taken a political natwre. Engineers’ agitation towards computerised
preventive maintenance information systems was defeated through organised politics
within NCCL, They tealised that systems analysts acling as cxperts attempt to
implement hidden agendas of senfor management through the development of
computerised preventive maintenance information systems. However, systems analyst
could not develop a type of computerised preventive maintenance infonnat_i_qp. systems
required by the scnior management, as explained by a programmer who \vas:‘é&'orking i

the date processing unit in the factory. She explained that:

Scnior management began to inquire about the plant-maintenance system
[computerised preventive maintenance information systems], but we
didn't have one . . ., because we didn't receive support from enpineers to
develop such a system required by senior management. However, we
developed ane according to our knowledge, though it was not the same
information system that the scnior ranagement wanted, so we also had
to work with a bit of frustration.

When the development of computerised preventive maintenance informaticn systems
was failed, the systems analyst interpreied engincers' resistance as incapable

management group within factory who didn't perform in their task etficiently and
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effectively. The systems analyst in the factory explained that, "they didn't like others
[senior management] seeing their weakness”. However, engincers interpreted proposed
computerised preventive mainienance information systems as a management-controlling
tool to closely monitor their works in the factory. Because there was no proper ways of
evaluating their jobs at that time and some engineers would have thought their weakness
could easily caught by the management and accordingly they would be disadvantaged.
A maintenance manager {cngineer) explained, “once inforination become formal, it is
easy for them [senior management] to contrel us within our factory life. It
[computerised preventive maintenance information systems] was totally a new

contrelling device ciranated from the government's reforms”.

In 1991, with a newly promoted prograrmmer as a systems analyst recommenced the
computerised preventive maintenance information systems. Senior management later
realised that proposed computerised preventive maintenance information systems could

not be developed without the support frem engineers, The formier Factory Manager;

Engineers deeply felt that they were ignored from the decision making
process, | mean, the development of the computerised plant maintenance
system. I realised, without their support, implementing the project would
be impossible, so [ fiaally decided to send a team, including an engineer
for training™.

Realising that manapement decision-making process was hampering due to lack of
information about the plant maintenanee, it was subsequently used such mformaticn for
financial controlling, The management had decided to send a team consisting of senior
engineer (maintenance), systems analyst, and programtmer for a training at the
Enginecring Corporation in Sri Lanka hoping that training would develop an

understanding among these employees. The training was aimed at demonstrating a
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sample computerised preventive maintenance information systems that could be used in
the cement industry. Syslems analyst recollected their training, "It was really
interesting, only for the first time in my factory life, we understood each other. We
developed good relationships with the maintenance enginecr”. The team together
realised that the demonstrated compulerised preventive mainenance information
systems would not meet the requirements of the corporation, all apgreed to develop a

suitable computerised preventive maintenance information systems in-house.

Since the team members comprised from various stakcholder groups (systems analyst,
programmer, and senior maintenance enginger), the team members developed more
lcga]ty to each other as time went on. The same process occurred when design and
deve]épment of the system was started. Engineers continued to invest their time and
cffort in the development of the computerised preventive maintenance information
systems, they spent more time in it. Seen in this light we can conclude that the team
members had employed communicative actions in understanding the problems of

demonstrated computerised preventive maintenance information systems.

_Engineers began to support the development of cumputeriseld preventive maintenance
information systems when their involvement and participation were recognised by the
senior tanagement, systems aznalyst, and programmer. A former programmer
commented that "the second stage of the project [development of computerised
preventive maintenance information systermns] was successful hence the senior engineer
invelved in the design and development of the system". With his support, "we shared
our knowledge about the development of system [computerised preventive maintenance
information systems]", and later the system analyst designed 2 four—modl.!l:lc

compuierised preventive maintenance information systems, which comprised of
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machine-maintaining module, preventive module, job catalogue module and condition
monitoring module. Engrineers, systems analyst, and programmers syreed on the design

propused by systems analyst and management approved it.

In 1995, the team decided te develop the first of the four-medule design, i. e. machine-
maintaining odule. Once the feam approved the dcsign_ _Iof machine-maintaining
module, a problem appeared a . where and by whom it Ishnuld be developed as
maintenance engineers opposed to develop proposed system by the data precessing staff
in the data processing unit. The systems analyst explained. "Engincers wanted to
develop it in their section by their people, but not in the data processing unit by

information technology staff".

Realising the importance of the machine-maintaining module, and the agitation of
engincers to develop the system in the data processing unit, senior management decided
to develop it in the mainienance section. However, management faced with a problem

of developing it on the Wang compuler as it was installed in the data processing unit.

During this peried, small PC's were available in the market. In 1992, Wang systems of

the head office were converted to a PC environment but the conversion of factory
systems was excluded. Head office was delighted with new PCs and enjoyed in the head
office believing that the factory was running smoothly following newly introduced

market principles of the open economic policies of the government.

When the factory management sought approval from the head office to buy a PC to
develop a faciory maintenance system, it was delayed. A factory systems analyst stated,

"they didn't worry about the things happening in the factory, We wrote severa! tetters to
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the hend office asking a PC".  Staff in the head office cxerciscd a considerable amount
of power in use of muncy abowt the factory aclivitics, The conversion of head office
system form Wang to PCs was rationalised along the line of high maintenance cost of
Wang computer systems but the exclusion of conversion of factory Wang computer

systems into to PCs eould not be rationally justified,

However with the support from the General manager, the factory management was able
to secure a PC and it was installed in the maintenance section. The maintenance system
was developcd using Clipper programming in a DBASE. The systems analyst
recellected her experience in the development of computerised preventive maintenance

information systems:

We [design and devclepment engincer, foreman and systems analyst]
jointly developed the system [computerised preventive maintenance
information systems] and it was suecessful, because of the participation
of engineers. Both design and development engineer and foreman had
good understanding about the computerisation of maintenance work. We
worked as a team and shared our views when we were working
[developing] in the system. It was good, because they knew what is really
happening in maintenance. Other engineers such as maintenance manager
[an engincer] also supported us though he did not have knowledge about
computetisation of work.,

Seen in this light, the enpineers were not opposed to the introduction of new system per
se rather, they were more concerned about preserving their engineering culture within
NCCL. They were more concerned about how the compnterised preventive maintenance
information systcms and their involvement with it would be perceived by senior
management.  Systems analyst stated that "with the inputs and support of engineers
and technical staff, it [computerised preventive maintenance information systems] was

later successfully implemented". This is not to say that all the engineers and cngineers
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in the factory supported for the development of cemputerised preventive maintenance
information systems, but the development was legitimised by the supporl and

participation of engineers who Jid so.

The development of compuicrised preventive maintenance infon’naﬁcn systems by
engineers within maintcnance division served 1o reinforce their already established
engineering culture whilst maintaining the power of engineers over the production
employces revealed that information systems by itself can not force abandoning of fong
established social structures within NCCL. A shop-floor employee in the factory
commented, "they {enﬁnccrs] realised that they were loosing their status, Now they can
more easily controll'our life within factory using computerised information systems. We
become victims of the system". These ideas are consistent with many critical accounts
_ of computing in organisations {sce Rule et al,, 1980; Mowshowitz, 1976; Briefs,
Ciborra & Schneider, 1983). These authors view information systems as a new device to
reinforce control and surveillance of the warkforce leading to ai; organisational “iron

cage’ (Weber, 1947) with increased alienation.

The computerized preventive maintenance information system was legitimised by the
senior management with the ideas of engineers’ scientific and bureaucratic ideals
(culture). Information technology fused with enpineers’ scientific and bureaucratic
culture to control employees facilitating the modemisation efforts of NCCL. Thus it ¢can
be argued the information systems development served the interest of government rather

than the general intercst of employees and other affected parties in the NCCL. i
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6.7.1 Reflection on Episode 5

The management purist of efficiency and cffectiveness through technocratic and
cconomic rationality dominated over ‘lifeworlds®, transformed social action to context
of action bound by the requirements of the technology itsclf, and ultimately imposed its
own authorifarian system. The adoption of technocratic and economic rationality in
informatien systems development in the context of modemity is a political system of
domination, which aimed to serve the interest of povernment's modernisation

programme.

The computerised preventive maintenance information systems project went on within
deeper political and cultural contexts within which it is embedded. Thus information
technology adopticn within political and management accountability paradigm model of
modernisation for socic-economic development proved unrealistic with the prevailirg

social, cultural values systems, economic and polities in Sri Lanka,

6.8 Reflection on State Control with Open Economic Policies (Phase 1b)

Generally, the inability to develop information systems as communicative rationality
and become as an institutionalised practice was sympiomatic to the existence of
scientific and bureaucratic rationality which fundamentally at odds to the
communicative rationality. This scientific and burcaucratic rationality was rooted in the
historical context of management of SOEs in Sri Lanka. As many other SOEs in Sri
Lanka, NCCL fellowed the ideal model of formal scientific and burcaucratic rationality
of the Western countries to plan and manage organisational affairs. While the statc was

gcting as a provider of an infrastructure of services necessary for technological
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medemisation, the covert bul highly institutionalised and politically manipulated
apparatus for employment followed an uneven industrialisation. The politicians were
effective in the manipulation than the declared objectives of government’s socio-
economi.c development. Modemisation of NCCL frustrated with the interventions of
politicians, instituticnalised scientific and rational bureaueracy. These were coexisted

and hampered information systems development projects.

Gengerally, Sri Lanka’s public service has not been structured in such a manner in
consonance with the socio-economic development needs of the country. From this
perspective, it is quite natural that employees at NCCL have been unwilling and
incapable to employ eommunicative actions and to sustain modemising reform

interventions of the government through information technology.

Seemingly, modemisation efforts of the government through the introduction of
computerised information systems following open economic pulicics did not make any
impact on transforming WCCL towards cffective organisation but significantly
influenced on change of social, economic, and political structures. Employees'
lifeworlds were insufficiently linked up with the open cconomic policies of the

government leading to loss of cultural traditions, customs, and values.

Additionally, availability of competitor products and inefficient management of
competition reduced market share by 50% leading to financial crisis. NCCL's machines
were obso]éte. Moreover, the povernment had ne funds to replace machinery due to
financial crisié of the government, The government faced with fiscal difficultics and
with the recommendation of the World Bank, the governmen: persuaded to privatise

NCCL.
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6.9 Preparation for Privatisation

From 1993-1994, NCCL became & public Company under the Treasury supervision with
making legal and institutional arrangements for privatising NCCL and making it attractive to
.potential investors, It was the first step 0{." privatisation of S8EOs. The secretary to the
Treasury appointed a Board of directors. During these period employces’ agitation towards
privatisation was devcloped. It affected for poor performance of NCCL. Market share of

NCCL reduced to an average of 50%.

Initiatly, the Treasury instructed NCCL management to prepare a Company profile to
attract investors to sell NCCL. It was considered as a document, which contained
critical infarmation about corporation to help buying decisions of investors, NCCL

management gained little experience in preparing such & document. The former Factory

Manager explaincd why:

5
i

Since all of us were working in a govemment corporation, we did not i

have knowledge about how to prepare a Company profile, what!

information is to be included? How to generatc information frem dats,

and so on, Until, the early1990s, information requirement was not felt.

We operated in a protected market by the government.
The prevalence of an inflexible adherence to rigid bureaucracy, impractical top-down
approaches in decision-making and communication, use of overly autheritarian power
structures, and unrealistic intervention by politicians in corporation affairs constrained
employees to engage in critical examination and self-reflection of their work. This
rational scientific, technical decision making and contrel was a defining feature of
NCCL and was deeply employed in the course of management practice since its

inception. As a whole, many NCCL employces were not aware of their objectification

by rational scientific and tcchnical decision making processes, NCCL managers became
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myopic masters of use of buresucracy leading to a selfimposed ideology thal
burcaucracy is the ideal form of management and control of orpanisations. [n other
words, managers imposed distoried forms of ratienality upon theraselves by continually
.reproducing the normative, objectifying structures that distort communication and

constrain practical applicati wn of their knowledge.
6.9.1 Reflection on Preparation for privatisation

. The use of power in the process of scientific and technical decision making and
authoritaian contre]l within bureaucratic organisation of work prevented free
discussions necessary for creativity of employees in NCCL. On the other hand the
management worked in a relatively stable environment buttressing the status guo.
Buresucratic culture employed within NCCL restricted information sharing across

departments.

This management ané¢ administrative culture of NCCI. strengthened managers’ power
within their departments. Information was interpreted as an instrument to be used to
control employees and to exercise political power over employees rather than
facilitating to change NCCL towards a better organisation, Both manual and
computerised information systems initiated were used as devices to reinforce control
and surveillance of the workforce and to buttress the status quo than actually
transforming NCCL for an effective organisation. This culture has annihilated
employees' momentum for change through information systems develepment.  From
this perspective it is quite natural to believe why innovative ideas did not cultivate in
managers' minds and why infermation systems did not develop using communicative

actions,
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6.9.2 Privatisation of NCCL

NCCL was privatised under the conversion of Public Corporations and Government
Bu.'lsiness undertakings into Public Limited Companies Act. No. 23 of 1987, NCCL was
valued at Rs. 1473 million. The value based on the trading potential and adjusted for
non-performing assets and liabilities was Rs. 1017.2 million, however the Chief
Govemnment Valuer has recommended a floor price of Rs. 1250 million for the transfer
of the ownership of the Company. In 1993, calls were made for sale of 90% of the
shares of NCCL. The balance 10% of the shares, valucd each at Rs. 10, was owned by
the Treasury on behalf of the interest of employees. Employees viewed that, "free offer
of 10% to employees was & political trick of the government. It used as a strategy to
hide information about privatisation and to suppress employees' resistance towards

privatisation”.

In selling of NCCL, six major investors who had vested interest on NCCL forwarded
blds Yawakkal Group of Compunies offered the highest bid. Their bid was Rs, 2.2
billien (US% 41.1 million). Other bids offered included, John Keels Holdings Limited
Rs. 1080 million 21.9 (US$ million), Goldenbank Rs. 1056.] million (US § 21.4
million), Gujarat Ambuja Limited Rs. %91.9 million (US$ 20.1 million), Specialist
Centre (Private) Limited Rs. 968 million (US$ 19.6 million), and Free Lanka Trading

Company Limited Rs. 520 million (US$ 10.5 million),

Finally, 90% of NCCL shares were sold to Yawakkal Group of Companies in 1994 and
the ehjoyed selling, A letter 1o the President on February 15" 1966, the Director General

of Securities Exchanged Commission had sfated that, “the government obtained the best
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price for the country. Twice the bid offered by the second bidder™. (Cited in

Parliamentary Reponl 19 March 1996, p. 763}

Due to an unknown deal, Yawakka! had paid Rs. 1128.3 million (US$ 22.5 millien) in
foreign currency and the rest Rs. 900 million (US$18.6 million) being paid in Sri Lanka
Rupces by obtaining a loan, which is known as leverape buy out. A senior manager
stated that, “cven this payment had not been made up front™. Purchase of shares by
- using Company funds is a violation of Scctien 55 of the Companies Act (Parliamentary

Report. 19 March 1996).

Section 55. “It should not be lawful for a Company to give, whether

directly of indirectly, and whether by means of a loan, puarantee a

provision of sceurity or otherwise any financial assistance for the purpose

of or in connection of, or for any shares in the Company”.
The offer to Yawakkal had violated the procedures stipulated in the report dated 18
August 1993 of the Technical Evaluation Committee of privatisation of Cement
Corporation (Parliamentary Report, 19 March 196). The report says:

Section 5 (ii} . . . “the entire purchase consideration should be paid up

front, on the award being made”.

Section 7.2 ... “'If the successful bidder is o foreign organisation, the

price offered should be paid to the Treasury in freely conver'ible foreign

currency”,
However, the povernment rationalised its selling of NCCL along in the line of
improvement of production capacitics using modermn technolopy such as the introduction
of new Cement plants and information technology. The Former General Manager stated
that, "the objective of govemment of privatising NCCL was to increase production

using modermn lechnologies”. This purposive rationality of government was challenped

when it was unabje to legitimise its actions of the privatisation of NCCL and the courses
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of actions thercafter followed by the privatised orpanisations, The covertly motivated
strategic actions, often hidden, of Yawakka!l inhibited taking an effective transtormation
of NCCL towards a betier organisation thus proved (he government’s cbjective of
privatising of SEQs was problematic through information technology in a free market

economy.

6.10 Information Systems Development and Practice after Privatisation: Phase 2a

Information systems devclopment and practice at NCCL changed once again with the
change of ownership from the govemment to a private businessman. This change of
0\;mership resulted due to the gnvemment policy for privatising SOEs introduced in
1977 in line with the open economic policies. Upen the acquisition, Indian
management's focus shified to tightly control financial management and cail for

analytical reports.

Information was clearly seen as instrument to be used to aid decision-making and to
monitor the financial performance through controlling production and employee shifis,
Their concern was short-term profits rather than achieving 2 long-term transformation
of NCCL. For insiance, Yawakkal sold 56% of NCCL shares to investor in Hong Kong.
Former General Manager remarked, "being a businessman, Yawakkal did not want to
transform NCCL rather his hidden idea was to sell NCCL at a higher price later".
Yewakkal's purchase of NCCL was motivated by covert strategic actions for realising
“his hidden objectives. The -hortsizhted policies of Yawakkal in respect of NCCL

ereated many problems in the social context of NCCL.
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Indian management implemented various strateies to realise their hidden objectives.
For example, the selling price of a bag of Cement, which was Rs. 182.50 prior io

privatisation, increased to Rs. 215 afier privatisation.

In nddition, the buyers of Cement in bulk had to pay a deposit of half the value of
pu:'chasc. which was refunded at the time of purchase. This money was then invested in
ti'le bank to reduce imterest payment on Company’s debt (Kelegama, 1997).
Consequently, utilising employees for higher productivity tumned te their close scrutiny.
Production control using shift systems expressed through budgets was re-established.

Production manager commented that:

the Indian managers werc so surprised about the ways in which the
employces used to work in the factory. Their low commitment, leave,
day-to day affairs and absenteeism were strange to them. But they
ignored them. For them, changing behaviour of employees and control of
production using shifts matter.
Yawakkal's instrumental (i.e. tunnel visioned} approach to management of NCCL
assumed employees as objects to be manipulated to realise his hidden objectives. He

considered lack of commitment and irregular patterns of attendance of employees and

their relationship as causes of low production in the factery.

Additionally, factory Human Resource Manager explained, "Indian managers realised
that there were some frauds in recording employees' attendance. Some employees
through their colleagues and with the support of seme heads of scctions signed on
attendance registers without physically attending to work", For example, a production
m.anagcr stated, "one day, a factory employee [shop-floor employee] was marked on the

attendance registry of his wedding day while his immediate supervise was on leave to
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altend the snid employee's wedding on the same day". Some scctional heads and
supervisors supported such informal arrangements 1o work during corporation period 1o
accomnmodale crployees' lifeworlds within work. They accommodated communicative
aclions tacitly within formally defined production budgels to tranquillise employees’

problems in working on formally defined production shifts in the factory.

Yawakkal belicved a price of cement bag determings ezment competition in a free
market, as low-priced cement bags were available in Sri Lanka cement market after
1990. Cansequently, high labour cost due to excess hours of overtime was considered
N _pritica] in determining price of a Cement bag. However, factory employees worked
overtime to supplement their low salaries and to overcome economic crises due to Jow
stlaries and increasing cost of living. Among others, overlime cost of lsbour was
considered as a major issue for lowering the cost of Cement. Factory Human Resource

Manager commented:

Indian managers worried about high overtime cost. 1t was around
100000 hours per month, In fact those days [during corporation period],
employees controlled production shifis in the factery than managers.
Some employees did ovestime as a habit without actually being needed.
If mansgement appear o control their overtime work, that would be a
disasler, because yovu see, you don’t get adeguate number of employces
to run the factory shifis in the following day. To certain extent, they vsed
their power to control work.

During corperation time, some sectional heads orpanised such informal work
arrangements to accommoedate cmployees® socio-cultural lifeworlds to help employees®
economic problems. Traditionally, they were free in organising their work as a family.
Viltagers help cali::h other's work as a family within a system of reciprocal relationships

without any wage negetiation. Social struclure was linked with well-understood system

of statues and mutual cbligations between families and neighbours govemed by trust
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relationships. They employed communication actions in their everyday work and the

life. .indian management did nol nnderstand this social structure operating within

‘NCCL.

Indian management had realised that budgetary controls were difficult in the face of
employees’ eultural resistance and feared that local managers might form coalitions with
the cmbloyecs. These situations led Indian managers to introduce two payrol] systems,
one for executives and another for nen-executives, to scek trust from indigenous
managers for pursuing their objectives which resulted executives salarfes being
increased and left their salaries confidential. Consequently, processing of sccounting
functions previously done by data processing units transferred dircetly under the control
of accounting department. An accountant stated that "taking over of processing
activities from the data processing units was to maintain conﬁ.denliality of financial

matters from the rest of the employees".
6.10.1 Reflection on Yawakkal Management at NCCL

The push for value for money for investment and strategié rationality of Yawakkal in
the form of manipulation of employees severely affected their lifeworlds in NCCL.
Indian manegement concentrated on achieving proper centrol of production and thercby
efficicncy by imposing control on production shifts rather than addressing the
apparently peculiar problems of employees’ lifeworlds. Indian managers did not take
into account the internal causes of a "systemaltic" overloading of control capacities or of
a "structural” insclubility of control problems of employees. For instance, control of
work by employces through informal arrangements was rooted in their traditional value

systems. They did not wnderstand employees' problems as structurally inherent socio-
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cultural imperatives that are incompatible with formal control linked with medemn
infermation systems. They did not understand employees® problems were linked up with
broad relationships eperating within cconomic and political structures of Sri Lanka, For
example, an attempt to introduce computerised information system for controlling time
and attendance of employees in the factory was challenged by socio-cultural, cconomic
and political conditions which were as odd as with the covertly motivated strategic

ratioﬁ"aiicy of Indian management.

6.10.2 Computerised Time and Attendance Jonformation System after

Privatisation: Episode 6 i

In the mid 1998, the management of NCCL purchased hardware and software from
Barcode Automation Lanka Limited (BALL) to introduce computerised time and
attendance information system for controlling time and attendance of the factory
employees and thereby to reduce labour cost. Group Human Resources Manager
explained, "main purpose for instailing a computerised time and attendance information

systems was to reduce cost and increase cfficiency by controlling employees frauds”,

This purposive rationality of management in the form of control of behaviour of
employees emanated from the frec-market model of modernisation programme of the
government and it was ipcluded in the computerised ae and attendance information
systems as its objectives: processing of accurate information for control of production
work, This computerised time and attendance information system once again appeared

to threaten employees’ socio-cultural *lifeworlds.’



226

During the corporation period, factory employees used te work eight hours per shift
ineluding an hour for lunch/dinner leading to 48 hours per week. This law was enucied
by the Factories Ordinance of NO. 45 of 1942, Since this law was cnacted, werking
eight hours per shift became & nom in the factory. On the other hand, with ad-hoc
organisation of factory shifts to accommodate cmployces' culture, there mainly 19,

eight-hour shifts were operating before the privatisation of NCCL.

Reatising low commitment of employees towards production and shifts and resulting
high cost of production, the Indian management proposed new shifts-plan, each shift
consisting of cight hours per shift with fifteen minuets break for lunch/dinner. The new

shifts-plan included only five shifts instead of twelve shifts operating before.

1. 6.00 am. to 2.00 p.m. 2,00 p.m. to 10. 00 p.m. and 10.00 p. m. to 6,00 a, m.
for shop-floor employees.
- 2. 8.00 a.m. to 4.00 p.m. for other employees (e.g. clerical and aligned) , and

3. B.00am, to 3.30 p.m. for executives.

Employees were dubious about the merits of the proposed shifis-plan of Indian
management and it created much dissension among employees. They realised that
Indian management was attempting to dominate their lifeworlds emphasising too much
control on their work using computerised time and attendance system to realise their

hidden objectives.

Employees feared once again, that their personnel communication would be interfered
with by the formally processed information via computerised information systems. As

we've alrcady discussed emgployces' traditional culture was oriented towards mutual
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understanding through informal interaction. They were not subject to control in their

teaditional villages. A shep-floor employee recollected;

Employees realised that Indian managers allempted to contral their day
to day life using new machines in a new way [using a computerised time
and sitendance system). They also realised that Indian manapers were
attempting to deprive their factory income through stiff control of
production by way of monitoring their time and attendance. They knew
that they would be disadvantaged when the proposed controlling system
begins to appear and monitor and control their atiendance.

Employees interpreted computerised time and attendance information sys.t:ems as a
system of domination of their socio-cultural values and lifeworlds. Smicr]{lﬁfnanagers
pr;)misccl employees additional benefits from the proposed computerised ti.rnc and
attendance information systems and pushed the computerisation project ahead through
systems analyst. For example, systems analyst stated that, "we convinced emplayces
that the proposed computerised time and attendance information systems would give
more chances to work more shifts for employees”. However, employces did not trust
management explanation because they appeared as mere agenis of implementing Indian

managers’ covert strategic actions. Rather employees continued to work in the factory

following their traditional work practice,

Employees cultural relativism and ethnocentric attitudes appeared apainst the
technological domination of their every day lives, They organised against the
introduction of time and attendance system focusing on their poor salaries and high
expenditure of Indian managers. A factory supervisor explained:
Shop-floor employees did not change their working culture after Indian
managers taking over NCCL, rather they were much rnore angered with

them. You sec, poor employees were not given a salary increase, but
salaries of executives and foreign manapers were increased and made
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unavailable to the public, How do we survive with our poor salaries?
How could we trust our managers?

Employees did not seek suppart from politicians, as they knew that the ownership of
NCCE remoined i the hands of Indiun management. They did not want to close the
factory eitﬁcr. What they wanted was to opposed the unduly authoritarian actions of
Tndian management. Human Resource Manager explained. "Fundamentally, employees
opposed controlling their attendance, but using it [controlling attendance] as a reason,
they did not want to see the closer of the factory as they knew they would be loosing
their factory income". However, Indian managers' economic rationality became
inhmed by political crises that linked to broad economic issues of NCCL and
employees themselves. Employees pressured Indian management through national trade
unions by focusing on their high salaries, fringe benefits, and selling of properties

belonging to NCCL. A union leader commented:

Upon purchase of NCCL, three was no proper management of finance

and their expenses, salaries, fiinge benefits, foreign visits and so on were

very high. In the same time, they removed millions of worth spare parts,

ion bars and metals and other vaiuable properties such as machines

owned by NCCL. He [Yawakkal] rcally made no commitment to

improve the factory rather he wanted to sell the propertics owned by

NCCL and earn as much as he could do within a short period.
While employces’ strong opposition towands time and attendance system was spiralling,
an internal systems analyst and an cutside expert from BALL with the support of senior
management carricd out the development of computerised time and attendance
information systems. A trade union leader stated that, "management supported them

becavse indian management increased their [exccutives] salaries”, The management

legitimised its action introducing neutrality into political aclion context of employees.
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The manner in which computerised time and attendance information systems was
developed and implemented caused little to change employees' attitudes towards the use
for informaticn technology in their working culture and broader conditions for work.
For example, & systems analyst with an outside consultant was assipned for develaping
the system, Indian manapement gave information requircments for the computerised
time and attendance information systems. Software vendors provided software.
Employces were not involved nor they were considered as intelligent acloré wht:) could
provide sufficient knowledge for design and modification of the computerised time and

attendance information systems,

Information systems development at NCCL followed positivist approach which
assumes 2 seemingly objective, instrumental relationship to the object of study. It
refrained from being included value judgements of employees as design ideals of

information systems development.

The development of computerised time and attendence information systems commenced
in ihe factory data processing unit. Systems analyst was taken an expert role. Systems
analyst explained the process adopted in developing the computerised time and

attendance information systems as follows.

White the development was pgoing ahead, we did not allow others to
come inside the computer room, and allowed only to the people those
were authorised  We thought employees would disturb and destroy
attendance-recording machines as they werc opposed to it
Employees were considered as passive objects to be manipulated by systems analyst’s

superiority of technical knowlcdge. The exercise of power by systems analysts in the

designed and development of computerised time and attendance information systems
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prevented necessary discussion with employees to be included in the designed system.
Information systems development did not focus on the demands of cmployces’

lifeworlds.

The proposed system was expected to link complex administrative, maintenance,
production, and payroll systems. Neither software was compatible with the needs of
NCCL ner outside expert was able to integrate these major activities together, The

systems analyst cxplained:

_ Software provider did not have a better understanding abeut our needs.
" He did not know how to modify software to our needs. It was first time,
he introduced this sofiware to an organisation in Sri Lanka. He used our
organisation to experiment his package hoping that it could be sold to
other organisations later. It took long time to put into work.
The technical experts, as products of technically driven cducation and trining, could
not understand broad phenomena operating in Sri Lanka socicty, The technieal training
of information systems development included by the beli-f those technically superficial
information systems outperform in organisations. These experts focused on technical
and instrumental solutions rather than constiteency politics, a concern for expertise
rather than employees, & concern with available training rather than with a network of
social relationships, which might be brought inte play. This technical and instrumental
knowledpe is insufficient to design and develop information systems for the use of
organisation understanding the lifeworlds demands. Therefore information systems

development is understood largely as "work™ rather than “interaction” in Habermas's

sense (1987a).
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Hoping that computerised time and attendance information systems could be
implemented, management purchased six machines for recording time and attendance
from BALL (three muchines for shop-floor employees, twoe machines for supervisors
and clerks and one for executive managers). Machines for shop-floor employees, clerks
and supervisors were instailed at an office near to the main entrance while exceutive
machine was employed inside the factory. Managers refused to go to the time and
attendance office with other employees becausc Group Human Resources Manager
explained that, " managers have the mentality that they are superior to others and should

be treated separately”.

The superiority and imperiority which was fused with burcaucratic ideals and
hierarchical powerto control labour, aimed at extracting maximum output to realise
objectives of organisations while maintaining high power distance between managers
and subordinate was a defining feature of management and control of work in NCCL
during the corperation peried. This division of work according to management strata
separated an integration of managerial actions with the requirement of ‘lifeworlds’ of
employees in NCCL. Narrow focused of instrumental actions to management and
control of work by management had forgotten the existence of collective symbolic
structures of the lifeworlds. Rather these instrumental systems imperatives contributed

to systematically distort communication with employees.

Machines to record employees’ time and attendance were linked up with two PCs
installed in the personnel office in the factory. Two data processing clerks were
employed and was expected to generate analytical reports for contrelling production ;.md
shifts of cmployees in the factory, Systems analyst cxplained the procedure for

recording attendance. "1t included swiping 2 card using a machine readable barcode card
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issued to each cmployee, Once card is swept, the machine automatically verifies
employee's pay code number and issues a beefing sound with a blinking light”.
Management planed to implement both manual system and computerised system
concurrently as a strategy. Group Human Resource Manager explained. "We planed to
run both systems parallel about six months to reduce the resistance of employees'
towards the new computerised system”. However, this computerised time and
attendance information systems could not implement as was predicted by the Indian

management at NCCL.

Seen in this light, information systems were employed in the context of management
control to realise aims of Yawakkal management. Sysiems analystr' and " exterzial
consultant acted technically on "scientific" basis as Iegitimated enablers of
trénsfurmation of NCCL through the development of effective computerised time and
attendance information systems 1o aid decision making by monitoring employees'

atteniance and to exccute production in a shift system.

This technical expertise and use of computer-based technology lead to instrumental
rationality placing too much emphasis on technocratic modes of crganisational control.
The use of power by experts in this process prevented the discussion necessary for the
success of good industrial relationship through effective information systems
development and practice for the betterment of NCCL. The use of positivist
information systems development in the manipulation of individuals within organisation
to realise technical interest of designers revels itself to be ideological in terms of the

aims of the designers,
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The purposive rationality of Indian management was as udd' as with the reality ‘out
there! in NCCL. Information systems development once again disturbed by socio-
cultural, economic, and political contexts of NCCL within which it was situated.
Accnmmod::ting technical inuovetions in the form of computerised informaticn systems
for work and broader work conditions of employees left little thought towards
modemisation effort of the government operating in a free-market economy of Sri
Lanka. Yawakkal’s purposive rationality, taken for granted social reality of NCCL and

value neutrality of employees actions were not in line with the established social reality

of NCCL.

Yawakkal's performance at NCCL had been criticised by the employees and the general

public through parliament. Former Factory Manager stated that:

After Yawakkal took over NCCL, they just conducted business. There
was no much benchmark. They haven't done anything te improve the
performance of NCCL. No any capital expenditure projects have been
undertaken at NCCL's works which would substantially increase the
value of the plants in the factory and NCCL.
In contrary to what it was at the time of the initial privatisation, the balance sheet of
NCCL was debt-loaded and hence, the net value of the Company substantially reduced

creating a huge financial crisis (Kelegama, 1997).

In the meantime a dispute had arisen between Yawakkal and foreign investors whom he
brought in. Yawakkal was charged at Colombo district court with the breach of
‘agreement. Opposition party members brought Yawakkal’s matter to the parliament.
Minister was charped on corruption and insincerity of dealing of NCCL. However, latter

the Minister denied the chare=s at a parliamentary debate (Parliamentary veports on 19,
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20, 21, March 1$96). The government interfered affairs of NCCL for a fresh evaluation
“to be carried out hoping to offer NCCL to a new buyer. After the failure of Yawakkal

management at NCCL, Former General Manager remarked:

The government shoutd not sclect a partner Jike Yawakkal to sell its
public properties like NCCL. Yawakkal group arc only imparters, who
have no knowledge what so ever of the Cement industry, His operations
at NCCL aimcd at short-term profits only while selling the properties
owned by NCCL, and not a1 a sustainable development of NCCL, with
ail the related plant rehabilitation, modernisation and training plants.

6,10.2.1 Reflection on Episcde 6

The attempt to introduce computerised time and attendance information systems proved
that information systems development could not be separated from economic, political
and socio-cultural contexts. Information systems development took economic nature
because it attempted to deprive of income of cmployees. it took ¢conomic crisis of the
state as the selling of NCCL was linked up with the financial difficulties of the
government. It was political because employees protested against the computerised time
and attendance with their counterparts in national unions; the whole matter was brought
to the public attention through the parliament. It was socio-cultural, because employees
faced with erosion of their inherent cultural values in the course of modernity, which

was ascending from free-market model.

The communication infrastructure of *lifeworlds’ of employees which is constituted by
understanding criented action, is displaced by an objectification attitudes of Indian

management leading 1o much dissension and further erosion of ernployees® ‘lifeworlds.’
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6.11 Information Systems Development and Practice after Privatisation: Phase 2b

Information systems development and practice at NCCL changed once agsin with the
change of ownership from a single owner Company to a larger multinational Company;
- Goldenbank. While investigations into the practice, applied in the privatisaticn process
of NCCL, and the course of actions which followed by Yawakka, | were carmied out by
the officials in the government, Goldenbank influenced the Minister and the President to
assert its interest in buying NCCL {Letters dated, 30.3.1995 cited in Parliamentary
Report 19.3. 1996). After the purchase of NCCL by Goldenbank, former Factory

Manager stated that:

Goldenbank had an interest in buying NCCL quite long ago. You know,
from 1990 to 1993, Goldenbank’s Management and Consulting Ltd.
conducted a modernisation study strategy for NCCL. It has acquired an
in-depth knowledge of the entire Sri Lanka Cement industry, Goldenbank
would have convinced of Sri Lanka market and fruits of buying NCCL.

With this purposive rationality in mind, Goldenbank transferred a series of management
techniques and metheds, information technology and systems, and experts to NCCL as
steering media to manapement and control operations to achieve its rational objectives,

Goldenbank’s bid for NCCL was geared towards:

1. The integration of NCCL into Goldenbank’s global network of
Cement producers.

2, A sustainable development and expansion plan for NCCL, which
was jn line with government policies [of privatising SOEs] and the
development of Sri Lanka.

3. Investments for technical improvements and know-how transfer to
the local staff in line with the findings of the modernisation strategy
study [conducted during 1990-19931, and

4. Development and irajning of hurmnan resolrees to improve operating
performance and cfficiency of NCCL (Goldenbank bid document,
1993) :
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This medemisation plan of NCCL was cmanated from the stratcgic management and
corporate cultere of Goldenbank. Clearly, os will be documented later, thesc

modemisation programs severely affected the working cullure of employees in NCCL.

These initiatives created much dissension in the general interest of employees of
NCCL.. Moreover, these modemisation plans conflicted with the locally established
socio-culture, cconomic, and political structures of NCCL and decply penetrated into
values systems of employees and consequently symptomatic to further erosion of their

lifeworlds,’

Goldenbank believed that NCCL could be transformed to an effective and'efficient
1
organisation following technological modermisation and thereby te realise its rational
_ objectives. This belief is attributed to the understanding of scientific and technical
improvement of managernent in positivist ideclogy. Habermas (1973, p. 281) cited:
Science as a productive forve can work in a salutary way when it is
suffused by science as an emancipatory force, to the same exlent as it
becomes disastrous as soon as it secks to subject the domain of praxis,
which is outside the sphere of technical disposilion, to its exclusive
control. The demythification which does not break the mythic spell but
mercly seeks to evade it will only bring forth new witch doctors,
This positivist idcolopgy is aligned with the povernment’s objective of modernisation
program of upgrading SOEs through techoological improvements, Some senior
managers who were frustated both with Yawaskkal management and poor performance
of NCCL mostly welcomed the purchase of NCCL by Goldenbank, Former Factory
Mnnageri .

This factory was some forly ycas old, its machincs, spare-parts’
everything obsalete. During corperation time they were not replaced duc
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to finical erisis nf the government. Yawakkal did not improve plants duc

to his short-sighted vision, his hidden agenda of selling NCCL.
The VP of Finance stated that, “Goidenbank is one of the best high-tech and
information technolegy solution users in the Cement industry in the world. We are
fortunate to have a partner like Goldernbank™, They presumed that NCCL could be
transformed through effective desipn of information sysiems towards a better
organisation adopting management practice embodicd in the corporate culture of
Goldenbank whose purpose is geared by narrow technical or technocrati~ images and

i
ideals of managerent of work-process relationships at NCCL. A

6.11.1 Cement Competition in Sri Lanka in the [ate 19905

In the late 1990s, Cement competition in Sri Lanka was switchéd into a price
competition. Selling price of a Cement bag of all the three local manufactures (NCCL,
MMC ard TC) remained at Rs. 290. When a competitor increases its price of Cements,
other two competitors also followed the increase and vice versa, This price competition
was intensified due to availability of low-priced imported Cement. For example, a bag
of imported Cement was sold at Rs. 265-270. Marketing information systems Manager

observed the situation.

Cement buyers simply now compare prices of Cement baas when making
their buying decisions. Now we can not keep high profits margin, simply
because we are the leaders. It is true that our locally manufactured
Cement has a reputation smong our custoraers, but that along is nol
sufficient. Price of a Cevnent bag is now very important.

All the three competitor Cement manufactures have introduced imported Cements to the

market using different brand names in addition to their locally manufactored and
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marketed products. For example, a brand named *Sevana® Cement was introdvced by
NCCL, however it acted against the Company because, marketing information systems
manager stated that “people have lost their fear of using imported cement because this
Company olso marketed imported cements vsing a different brand name under the name

of NCCL™.

By the end of 2000, NCCL maimained its market leadership holding 40% of the total
Cement market, TC held 18%, and MMC held 17% and the balance 25% remained with
the direct importers. NCCL expects to increace the production capacity of the factory

from 420000 tonnes to 600000 tonnes per year.

- A positivist view of marketing has been
Cement competition in  the market 13 B

concerned to gain an objective view of the Bl implemented through developing

competitive environment in which NCCL

aperates. This knowledge mainly derives from F information systems to realise rational

information of the demographie, attiwdinal | objectives of the Company such as
and behavioural characteristics of the Cement

buyers. It secks o generate predictive and || profits and market share. Marketing

explanatory behaviour of Cement buyers and N
P i o 't Manager stated that “our marketing
how they can persuade to buy more Cement. L :

This chjective knowledge of marketing as [{ objective is to better off the market
became the basis for Goldenbank operations

at NCCL. This approach is firmly based on | leadership. We are in a competitive

positivistic view of the workd

TR

situation now and to edge ow this

1
3

situation, we need good information™.
The Company aims 1o edge out this CTement competition throngh adopting integrated
information technology  solutions and transferring  management practice  of

Goldenbank to NCCL in Stri Lanka,
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Goldenbank has invested nearly Rs. 2 billion to wpgrade Cement plant at Singerh in
2000 after it purchased from Yawakkal in 1996, It is plapning to invest another Rs. |
hillion for turther improvement. During the first four years afler taking over NCCL,
Goldenbank has earned high profits however the Company was expected to declarc Rs.

750- 800 million at the end of 2000,

6.11.2 Resthlcturing of NCCL

6.11.2.1 Organisation of Work

Goldenbank adopted a global, but hierarchically top-down power structure at NCCL,
The CEQ, four VPs, and the Chief Factory Manager make up the senior management.
The CEQ has with all the executive powers to run the business of the Company. Foreign
managers employed in key positions, For example, CEQ from Australia, VP,
Manufacturing from Austria, VP, Marketing from South Africa, and the Chief Factory
Manag’ll'ar from the United Kingdom. The VPs of Human Resources, Finance and the
Chairman were locally appointed. This change was stimulated by the belief that transfer
of Goldenbank management practice together with newly advent technelogies will

transform NCCL for an efficient and effective organisation,

6.11.2,2 Vision and Objectives

The policy of Goldenbark is designed to adopt éi}}lilar management practice throughout
its group of companies all over the world (Goldé:lbank Policy Guide, 1998). The VP of
manufacturing of NCCL, consistent with the group policy, stated that "manufacturing
process of Cement is as same as everywhere in Goldenbank proup of companies and Sri

Lanka has no option“. Following this policy, operations at NCCL were organised
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around a broad "business plan" whick comprised of annual plans te be implemented
cach year. According to NCCL's annual plan (2000), the Company vision, overall

abjectives and cash-llow objectives are as follows,

NCCL's Group Vision: to be the leading supplier of Cement and related
materials in Sri Lanka by cffectively meeting the needs of our partners.
NCCL's Group Objectives: cost leadership and market leadership.

Cash flow Objectives: Rs. 700 million

Market Share: 39%

ROE: 18%

The above ideals for vision werc directly transferred from Goldenbank to NCCL
without nepotiating with employces and employees in NCCL. Training Manager
ot;served, “certainly these ideals were transferred from Goldenbank than intemally

»

generated”. Manapers and other employees were not allowed opporhunities to

participate in jointly designing the ends of NCCL. In contrast, ends were to be realised

by using computerised information systems as means,

The unilateral transfer of Goldenbank’s vision and ol.)jeclives had ignored normative
structures embedded in communication, understanding and shared meaning of
employees actions at NCCL. [t prevented necessary discussions with employees to take
place and to incorporate in the business plan. Rather, order, efficiency and effectiveness

as values aid the reproduction of advantages already vested in Goldernbank.

" For example, some of the terms used in business and annuat plans were strangers and

hard to understand to many of the employees including some middie level managers.

Factory Personnel officer commented:

Some of these [new] concepts, I mean, vision, mission, business plan,
annual plan, key performance indicators, etc. etc. were not heard before

i
i
‘\

I



many of us. We don't know the real meaning of these concepts, Even if

a translation of these concepts using our language [Sinhala), would give

nothing. [ mean, it is hard to understand the actual meaning of these

concepts [vision, mission, business plan, annual plan etc.]. You know,

why? We were not working in a business culture before.
However, the business plan of Goldenbank was to be realised by improving efficiency
and effectiveness of NCCL in a competitive market operating within open economic
policies in Sri Lanka. The VP of Finance, *“foreign investors are coming here mainly for
making profits than for social services”, This push for value for money objectives of
Goldenbank pointed fnn the direction of seeking more and better information.
Information was seen as corporate resource to be used to edge out the Cement

competition and information technology as enabling technology to be employed to

process this information {(Goldenbank information technology Palicy Guide, 2000),

6.11.2.3 Budget and Cost Centres

As a consequence under new vision of Goldenbank call for fully developed centralised
menagement budgetary approach within NCCL. It was being used as a tool to control
overall operations of NCCL linking to the factory production tarpets. Financial
Controller explained:
Under new financial management, budget uses as a tool for controlling
all the financial performance of NCCL. Initially, we start with sales
forecast given to us from the marketing department. These figures then
incorporate to production schedule and accordingly factory budget will
prepare. We use factory budget as n basis for financial caleulation. In

budget meetings, we take a group decision on the best available
information to rationalise figures.

Overall costs of operations in NCCL was highly monitored and controlled through cost-

centres. Cost centres in the factory were linked to the budget through sales and
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production targets based on shifis. Various reports were prepared on each cost eentre on
monthly basis to monitor and control the overall financial performance of the Company.

Financial Controller explained:

We have 70 cost centres, 50 at factory and 20 at head office. The

- objective of cost centres is to have a better contrel over the Company.
For each cost centre, there is a responsible person [head of each section)
who will, at the end of each month, receive a report showing the budget,
actua! and the variance. We identify everything in terms of costs: people,
material, and capital cxpenditure, spare parts and so on. The purpose of
budget is mainly to monitor and control overall cost of operations of
NCCL.

Goldenbank used budget as an instrument to provide infonmation for cconomic decision
making for managers to steer economic activities of NCCL to realise its rational
objectives. Budget and cost centres emerged as a new arganisational Janguage, which
was displaced by previously employed dominant culture in relation to the use of budgets

at NCCL.

Today budget gains commercial status rather than a legal document prepared during the
corporation period, It appears that strict control of financial matters through budgets and
cost centres in the name of improving efficiency and effectiveness is becoming
influenced on carrying out works of employees despite their resistance. For example,

an aceountant stated:

Now foreign mansagers are tightly controlled the factory matiers using
budgets than before. During the corporation time, budget was used as
merely as a statutory document to rcport to the public throuph
parliament, To cerain extent, those days, production managers had
freedom to alter budgets to accommodate shop-floor conflicts of
cruployces, but today cmployees’ freedom is replaced by Company
culture [ Goldenbank’s management praclice].
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6.11.2.3.3 Reflection on Budget and Cost Centres as Steering Media

Budgets and cost cenlres as steering media are becoming influenced on employees’
lifeworlds by new accounting initiatives introduced by Gldembank to NCCL operations
in 8ri Lanka. As conscquences, eurrent practice of Goldenbank’s management restricted
communicative actions to take place at NCCL cnvironmeni. Employees' spiritual
freedom, shared understanding, informal communication, and reciprocal relationships
are being restricted by dominant management and corporate culture of Goldenbank

leading to colonisation of employees’ *lifeworlds’ at NCCL.

6.11.2.4 Retreachment Policy

Following its rational objectives, the Company continued to reduce its staff of NCCL.
The high man-hour per Cement metric ton was considered as a major determinant of the
‘cost of production. The Company policy was to maintain a ratio par with that of
Goldenbank companies in other countries. Push for value for money was ubiquitous in
every management action. The Human Resource Manager ot the factory explained the

Company policy as follows.

During the corporation period, man-hours per metric ton was 7-7.5,
which was far ahead with the standard of Goldenbank group of
companies, The labour cost of Cement production during that period
accounted for 15-20%[of the total cost of production]. Afier laying-off
employees, we reduced it [man-hours per metric fon] to a atio of less
than three, but still our rate is very high. For example, in certain countries
it [the ratio] is about 0.3. We expect to improve the efficiency with &
minimum number of ecmpleyees to further bring down our ratio,
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By the end of December 2000, the number of employces employed at NCCL reduced to
1200 personnel. This number was after a major retrenchment program introduced by
Goldenbank to reduce employees at NCCL since it was acquired in 1996. The Company
strategy for reducing employees purely based on reduction of labour cost in production
following the principles of economic raticnality, The numbcer of staff currently
employed is about two times less than the number employed during the previous
corporation period. The Group Human Resources manager stated:

We need to further reduce our work force. We offer a compensation

package worth of Rs. 1 million per person for voluntarily retired peeple

depending cn their service. Under this scheme, in 1999 along, about 425

peopte including 188 cxeculives left the Company. Our idea is to keep

the minimum number of cmployees required to make this company a
profitable organisation.

6.11.2.4.1 Reflection on Retrenchment Policy

The modernisation program of Goldenbank at NCCL left out its significant effects on
employees® lives. The past-track reduction of employees of Goldenbank policy affected
to increase high pressure on remaining employces and increasingly affected their
lifeworlds. The objective of running NCCL operations with a minimum number of
employees interpreted to stabilise and legitimise Goldenbank’s control and domination

of work.

6.11.2.5 Management Techniques and Methods

6.11.2.5.1 Dialopue o ﬁ(

Management techniques such as Diglogue and Green Arca Meetings have been
implemented in 1998 with the business plan of NCCL to support the policy of the'

Goldenbank, The Dialogue system is a method to initiate discussions between superiors
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and subordinates to st targets to be achicved by the subordinates, the focus of which is
human resource development {Guidclines for the Dialogue, 1997). The outcome of the
implementation of these techniques and methods are related to employees® performance
appraisal system, Salary increases and promotions to employees are given on the
su\:__{fessfu] achievement of targets of each employee, The Training Manager explained

the objectives of the Dialogue system:

Dialogue is a top-down, target-aimed, approach on employees. The
pressure goes from the top to the bottorn levels. We have an annual plan
for each year in which we establish targets for cach and every employee
of the Company. From an evaleation, we identify whether an employee
has achieved his targets against the standard decided by the management,
which in turn uses as controlling tools 1o monitor the actual targets
achieved by employees. Accordingly, salary increases and promotions
are gramed. A diglogue between superiors and subordinates decides
targets to be achieved by employees on given Company objcctives and
these objectives are derived from Goldenbank’s vision,

However, the way the Dialogue system executed did not provide opportunities for
necessary discussions with subordinates. Rather, management used it as a steering

mechanism to extract the maximum output from the employees to achieve the Cempany

rational chjectives. Factory electrical engineer commented that:

Rather than using ‘Dialoguc’ as a method of facilitating employee-
manager relationship to improve the performance of the Company, it is
being used to control employees by the management to achieve its
targets. There is no discussion in selting targets. Goldenbank provides
targets for employees and employees have to work for them.
The Dialogue system was forcefully execuled methed to implement the parent
Compﬁny policy. Neither the method nor the policy was negotiated or open to

discussion. The policy states that "each Goldenbank Company must implement a

working Dialogue to explain the Company's objectives, to translate them into individual
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goals, and to help cach individual to reach those poals which are essential for success"
(Guidelines for the Dialogue, 1997, pp. 2-3). Furthermore, as can be detected on the
quote below, the CEO forced the employees to use the system. In a message to all the

employees, the CEQ stated:

1 can't understate the value and importance of the Dialogue process. For
s, both as individuals and as NCCL group, to achieve our goals, we
must clearly identify our objectives and mositor our progress towards
themn. Dialogue [system] provides the process for the measurement and
management of progress. It provides for regular fecdback, allowing for
ongoing coaching and encourapement in the behaviours needed for
success. This document is yours. Use it!
Dfalogue as a steering medium acts as social domination of cmployees’ "lifeworlds.”
The ideology of Goldenbank’s management was defined to mean ideas that serve to
legritimisy the underlying social strueture of NCCL, which wus still to use the benefits of

Goldemb.lz;'.qk.

This irrationality of Goldenbank was geared to partia} interesis rather thlm to collective
needs of employees. For example, middle and supervisory level managers were under .
stressed to achieve the targets of top management. They were also under stress because
they needed to threat subordinates to achicve these goals. The senior managers did not
consult middle level managers and shop-floor employees for their views when setting
overall Company tarmets. Rather the Company unilaterally decided tarpets. An

electrical engineer disclosed the following about the Dialogue system.

What is happening is, senior managers are forced us [for middle level
managers and supervisors] 16 implement targets of the Company. We have
to force our subordinates to complete their targets. If not they take
disciplinary actions against us due to nen-compliance of scnior managers’
orders. If we take disciplinary action against employees, they threaten us at
night over the phones.
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According to Habermas, the ‘lifeworlds' understanding based on collective self-
representations of employees of NCCL were dried up by covert strategic actions of
Goldembank management. These actions were reduced to mechanieally conceived idea
of economic criteria of profits. In this way suppression of employces by management
have produced a nepative results such as social instability caused by steady erosion of
standards and values (anomie), withdrawal of legitimation and motivation by employees
to werk leading to alienation and psychopathologies. Steering media such as Dialogue
steered a social intercourse that has been largely disconnected from norms and values of
employees. Above all the purposive rational economic and administrative action have

become independent of their morale-political foundation (Habermas, 1987b, p.154).

In Habermas's temmns, the forced social change, the muanipulation of employees’
worldviews, desiccation of traditions and the forced acceptance of partially defined
targets through Dialogue combine to distort “the communicative structures’ and “ego-
securing structures” upon which mass motivation of employees depend, It seems that
the management actions defined throuph Dislogue were no lonper effective in
sustaining the legitimacy of the social structures of NCCL. Rather management actions

affected to colonise employees’ ‘lifeworlds.”

6.11.2.6 Manager-Employee Relationships

The senior managers consider their subordinate as inanimate constraints, which can be
manipulated in ways that will serve the advantages of both managers and the Company.
The work place relationships were defined by focusing on closer monitoring and

controlling of employees® behaviour at the factory. For example, when 1 was
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intervicwing the planning cngineer at his office, suddenly the Chief Factory Manager

stepped into his office and the following dialoguc occurred.

Chief Factory Manager: Kumaran [the planning engineer], do you
know plant is closed now?

Planning Engineer: No

Chief Factory Manager: You should know about it . . . sce, [ went to
the factory, but it was stopped. You don't know what is happening there.
You must inform me immediately about the shutdowns.

Planning Enginger: How should 1 know unless somebody informs me?

7
The planning ¢ngineer spoke to several officers, using his nationa! language (Sinhala),
Iy
10 discover reason(s) for the closure of the factory. The Chief Factory Manager did not
allow the planning engineer to explain reasons for the closure of the factory and thereby
to take place communicative actions in the discussion between the Chief Factory
Manager and the planing engineer himself, The resuit of these instrumental actions of
-s¢pior managers appears to be high levels of stress in middle level managers. For
i .
example, some of the managers have encountered severe diseases such as eye problems,
accidents and sickness. Moreover, two engineers died recently, It was widely thought
that high stress led to their death, An enginger in the planing division who frustrated by
the coercive instrumental actions of senior management stated:
I am working here because 1 can't find 2 similar job. My doctors
advised me not to work under sever pressure, which was badly
affected for my eyes weakened. But, how can I do that? The factory
manager issued me several warning letters. Similarly other managers
also have reccived warning letters form the factory manager. We are
treated in the factory as slavers [passive cbjecis]. Last year two
engingers were died inside the clinkering mills of the factory. The
immediate reason for their unexpected demise was the high pressure '
of the senior managers to achieve Company targets, profits.
The rationalisation of work processes through technical and instumental actions of

management has created pathelogical side effects, which endanpered the symbolic

reproduction of organisation, This intense pressure for achievement of Company goals
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and for the utilisation of values which destryocd the employees traditionally established

culiure and valucs systems.

Human understanding bascd on shared knowledge in a reciprocally arranged social

structure was being roplaced by instrumental and covert strategic actions of

Goldemnbank management, Norm-conformative attitudes and identity-forming social

memberships were not considered necessary by Goldemnbank manupement; instead they |
considered peripheral.

In Sri Lanka, legal enactments that deal with privatisation, little mention is made of

employees affected Ly the privatisation programs which has .crcated a social cost

{K.elegama, 1997, p. 477). After the privatisation, the new Company reduces employees

employing information technolegy, This act of new companies led to reduce the

employment apporfunitics for the poor. Those who do not have proper education are in

trouble in this path. For example, a shop-floor employee commented:

Some employees who went for retirement due to the retrenchment policy

of Goldembank have faced grate economic difficultics due to lack of

income to rpaintain their families and to survive their lives, They could

not find new jobs because some of them were old and not acquired

adequate educational qualification to find new jobs.
Many employecs had lost their interest and withdrew motivation to work due to
communication barriers, unrealistic expectations of senior management, and unduly
authoritarian style of management culture at NCCL. The use of instrumental and covert
strategic action by senior management in the course of emplayec control appears to be

symptomatic to the steadily erosion of ‘lifeworlds’ of employees. Factory operations

manager stated:
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Many employees bave lost their interest and withdrawn talking to.
management. You know, VP of manufacturing is so tough. He never
wanls to lisien to others ideas. For him, if something is black, then it is
black. 1fit is white, then it is white. T him, no black and white.

Various practice such as Dialogue systen: act as sleering media for the Company to

realise its objectives. Training programs are ideally used to educate employecs s0 as to

improve their efficiency and effectiveness. However, training programmes, run by the

Company, were seen to be merely instrumental to inform treating employees as passive -
)\ objects. It did not provide opportunities to take place communicative actions. The

* factory personnel officer mentioned that:
i

People have Jost their interest of learning these practices [Dialogue |
system and daily Green Area Meetings] because all these practice are '
top-down rather than shared. Al the training, executives too euldnt
understand these concepts. For instance, # foreign consultant gave
training on Dialogue system, but hardly any could understand what it is
and whet it is supposed to do in 2n organisativn. Most of them [the
executives] could not understand due to their language problems . | | in
comumunication, there is no balance. People work according o orders . . .
and freedom to speak. a basic human right of expressing ideas, was taken
away by the Company managenient. As far as [ understand, speaking
[human actions] apd thinking is inlemelated.

'6.11.2.6.1 Green Avea Meetings

5

Angther practice, ¥nown as daily Green Area Meetings, was a partici[;.tatory approach
iﬁtroduced by the Company to share the views of cmployees with the management. The
objectives of daily Green Arca Meelings, held cvery momip_g are:

{1) 1o inform senior management decisions 1o employees

(2) to review the performance of previous day work |

(3) to plan largets for the day using the reporls generated by management int"onnz_ilio&.

systems division in the factory
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(4) to direct employees' problems to the atlention of senior management.

These mectings are implemented throuph the middle level manapers. [ attended 1o these
meetings to understand the manner these meetings arc conducted by the middle level
managers, At meetings, the middle level managers talked about the first three objectives

of the daily green area meetings whilst employees listen to their talks.

From my observation, I understood that the Company employs daily Green Arca
l:\deetings as another steering mechanism to contro} the behaviour of employee to
achieve its objectives. Both ‘Dialogue’ and Green Area Meetings” werc too narrowly
focused on economic rationality and organisational centrol objectives of Goldembank

management than to focus on cmployees® practical problems.

6.11.3 Reflection on New Forms of Management Techniques

Generally, new work practice and new forms of scientific manag?ment o}}fCCL have
#lomised the workforce in a way that invisibly sccure control from above. 'I%w lﬁower is
effectively embodied in the design of rﬁanagcment techniques, control, production
targets, and application of information technology rolating to cconomic caleulations
while ignering the needs of ‘lifeworlds’, whit are independently rooted from their

traditicaal values systems and culture in Sy Lanka. The purposive rationality of

Goldembank management were shaped and included in the design and development of |

information systems at NCCL. The organisation of information technology and the
development of information systems were focused on transferring Goldernbank's vision

t0 NCCL to control employees’ socio-culturat ‘lifewerlds.
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-6.11.4 Organising of Information Technology Function

(7.'.\.‘\
The socic-cuitural, political and economic context has clearly influenced the enrrent

* shape of NCCL’s information systems development and practice. Ever since the 1983,
the head office and the factory maintained two computing cenires. The primary focus of
these computing centres was to process data processing requirements such 4s sales,
accounting, payroll, and inventories of other departments. These data processing units
mediating as scrvicing units had been in operation until Goldenbank started its
operations at NCCL. In 1997, the data processing unit in the factory was dissolved.
Staff who worked in the factory data processing unit was transferred to the head office.

Thé name of the data processing unit of the head office changed to management

" information systems and it was kept under the control of the VP of Finance,

Management information systemns manager, two information technology managers, four
systems analysts, and a data processing manager were employed in the managerﬁént
information systems section. The management information systems and daié{'processing
manages were exlernally recruited but two former systems analysts were promoted as
information technology managers. The VP, Finance is professionally qualified in
accounting and finance. With this new changes, some of the employees who served for
- the data processing units as systems analysts, programmers, and data controlling
officers left the Company and some transferred to work in other scctions of NCCL. A
retired data-controlling officer stated that:
Those whe worked for (he data processing units felt the new management
neglected them because Company policy was changed to introduce
software packages for every application. Management would have
thought it was cheap and cost cffective. One day former VP of Finance
summeoncd me o his office and said "your service is no tonper required

by this Company', meaning of which was that he direcily insisted us to
pet away ihe Company,
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The change of name of data processing to management information systems caused

tittle to change the aititude of employees towards the use of information systems at

~ wark rather the change diminished the morale of employces who worked in the data

. processing units,

The new change is linked up with the economic orientation of Goldembank
management and it continues to efédé the technological leadership of organisational
information technology, for better or worse, After changing the name of data processing
units to management information systems, Goldenbank introduced several information
systems development projects independently in the late 1996, They included an
implementation of computerised time and attendance information systems with a
revised shift-plan, development computerised work-order information system for the
factury maintenance, and the development of management information systems for

moritoring and controlling of factory operations.

* 6115 Implemcntation of Computerised Time and Attendance Information

Systems

Management's attempts to control emp]oyees_‘_ attendance in the factory using manual
systems, punch cards systems, and computerised information systems were radically
opposed by employees ldhg before Goldenbank gained ownership at NCCL in 1996.
Computerised time and atiendance informalion systems initiated by Yawakkal

management was dulayed due to cmployees’ agilations and the questions raised about

- NCCL’ selling at the Sri Lankan parlisment. After the take over of NCCL, Goldenbank

introduced the delayed computerised time and attendance information systems in the



254

Inte1996. The ohjective of the introduction of compulerised time and aticndanc?
information systems was to menitor and control employees’ attendance to implement
production schedules through a rigidly controlled shift-plan. The newly introduced
shifi-plan was scheduled to implement with a minimum number of employ¢es funning

each shift. Factory Human Resource Manager commented:

Goldenbank management was not happy with the way employees used to
work, Employees never changed their way of life in the factory, Most of
our employees were not normally punctual te work. Foreign management
realised that employee absenteeism and unplanped leaves could be
disturbed for organising factory shifis because the management planned
to run the factory shifts using a minimum number of employees.
Therefore, changing employees® attitudes towards the new shift-plan was
a seriously contested matter by Goldenbank management.

Goldenbank management did not understand employees’ behaviour in the context of
existing éonditions in the semantic dimension; NCCL was steered using purposive
rational actions instead. This disorientation of management prevented initiating
communicative actions between management and employees at NCCL. Management

actions were driven by purposive rational actions to control employees through

manipulation of their behaviour. Goldenbark adopted taken for granted attitudes in the

public domain of NCCL and intervened NCCL’s affairs by introducing neutrality inte

political action context.

This ideclogy was framed in management actions and included as part of the
implementation of computerised time and attendance information systems, The
implementation of computerised time and attendance information systems was
motivated by technical interests of Qoldenhnnk management to predict and control of

NCCL affairs including employees’ *lifeworlds.” ‘
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6.11.5.1 New Work Shift-Plan in Computerised Time and Attendance [nformation
System: Episode 7
After the successful take over of NCCL, Goldenbank's management proposed a new
shift-plan, each shift consisting of 12 hours per day for four days work for 8 week
continuously and the rest of days in the weck as holidays instead of previously
_. employed 8 hours work in a shift, This newly proposed plan was to be implemented
through computerised time and attendance information systems. The new shift-plan was
entirely based on increasing production targets by controlling employees’ behaviour in
the factory. Management legitimised the introduction of computerised time and
attendance information systems and the new shift-plan in line with increasing

production targets in the factory, Factory Human Resource Manager stated:

Employees were entitled to claim 42 days leave annually together with
every full-moon "1y off from work., Company had some problems of
organising shifts under this leave scheme of employees. Some employees

- went on leave without taking pricr approval, This had been badly
affected for organising factory shifts. Some of the employees who had to
work long hours to cover absent employeues” work also affected to lower
the Cement production.

Management’s desite for increasing preduction through employee contrel could not
easily be lepitimised and rationalised because the new shift-plan was strongly opposed

by employecs. The new shift-plan significantly affected to fusther erode employees’

lifeworlds. Assistant Factory Human Resource Manager stated:

Employees epposed the new shifi-plan arguing that working eight hours
a day is a human right and working long hours cause physical and mentaj
disturbances. Some employees opposed duc to their transport pruh]cms,
because lhcy used to report to work from remote villages.
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Employees opposed to new shift-plan because working cight hours a day was an
accepted norm both by employees and management since the inception of NCCL.
Goldernbank used the new shift-plan to translate employees® behaviour in line with the
demands for improved efficiency and effectivencss. The new shifi-plan introduced new
rules and procedures, which were contradictory to the existing work arrangements of

employees.

Employees were sufficiently incorporated their socio-culiure within the existing work
amangement, They controlled the shop-floor work arrangements with the help of some
production management in the past. They employed their lived expericnee in arranging
work. In other words, they employed their tacit knowledge in decision making in regard
to the arrangement of work in production shifis, They realised that the new shifi-plan
takes away of their contrel of work. They realised that they would be unable to fulfil
their social life within factory with the proposed shifi-plan and the control of senior
management. Therefore, it can be argued that Goldenbank management employed
power in management actions to executive 12 hours of work instead of previously used

eight hours work per day.

However, Goldenbank implemented the new shift-plan despite the employees’
resistance by objectifying their ]ifeworldé. Instead of changing shifi-plan, the senior
manng;.ment pushed local managers to use the new shift-plan in arranging employee
shifts in the factory. Senior managars promised additional benefits such as more off-

days for employees by manipulating them. Factory Human Resource manager stated:

We explained employees that they benefit if the proposed qlnﬂ-,;[an will
be implemented and asked them to work at least three months withi. the
new shift-plan to see how it was pgoing. The Company organised
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transport facilities for employees who were reporting to work from
remote villages. We promised them a more secure cconomy with the new
ownership.

b

4 Goldenbank management reslised that changing attitudes of employees towards new

i

¥ management culture was uneasy. They stratepically planned to remove unproductive

4 and old employees to realise its objectives, Factory Operations Manager stated:

Changing attitude is & major problem. Reluctant to change their attitudes
hampers cur produciion targets drastically. What we are doing is to offer
them a voluntary retirement scheme so that those who couldn’t adapt to
the Company environment can leave the Company. Qur strategy is to
reduce little by little unproductive cmployces.

Goldemnbank’s policics do not adequately address the issues of protecting the older
employees in particular with respect to learning opportunities and guarding against age
diserimination in the workplace. The older employees were seen as an unproductive
workforce and incapable employees who couldn’t change their attitudes towards the
Company. The Company did not understand cmployees’ ethnocentric attitudes towards
modernisation programs. As a result, many employces have lost their motivation to
" work. A trade unjon leader commented that:
. In the name of modemisation of NCCL through information technology,
Goldernbank has been engaged in reducing workforce drastically without
% ignoring their social lifc. Most of the employees have lost their
\ motivation to work as a result of the past pace pelicy of reduction of
} cmployecs. We opposed several times but foreign managers unheard fo
our voices and the Company still continucs its policy of removing
cmployees.
The VP of Manufacturing stated:
Machines are planned to run 24 hours with a minimum number of
employces but it is not happening due to various shutdowns recording
low profits for the Company. Changing attitude of people is a major

problem for them to be punctual. The family concept is very strong here
{in 8ri Lanka)]. For example, to attend funerals, wedding, taking children
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back and forth {o schools, and other social occasions, people ask i=ave,

which is the biggest problem for running factory shifis.
In the implementation of new shift-plan in computerised time and attendance
information systems, employees had to sign in an office registry in addition to sweeping
their cards on machines. Two data processing clerks together with a human resources
office were employed to produce reports, These personnel in the human resources
department in the factory forwarded those reports for the verification to respective heads
to physically check whether an employee is actualiy reported for duties. Late arrivals

were penalised according to Company rules.

The compuicrised time and attendance information system was linked to Company
performance appraisal system. Group Human Resource Manager commented, “both late
reporters to work and eacly leavers have bad marks as their attendance are finked to the
Company performance appraisal system. Incentives and promotions for employees are
granted on the basis of final appraisal of their performance”. This systematic use of
instrumental and strategic actions in the form of objectification of cmployzes’
lifeworlds through information systems development te achieve rationeal abjectives of
management were directed towards the colonisation of ‘lifeworlds’ of employees at
NCCL. Such a geal of Goldenbank tends to negate and inhibit 2 balanced social
development. The imbalance social development denies the possibility that management
receive “symbolic guidance” from lifeworlds via steering media, which arc grounded in,

and controlled at, the level of employces® ‘lifewarlds” at NCCL.

Employees opposed Goldenbank managers' unrealistic actions. They realised their
traditionally established working culture is being challenged and replaced by newly

introduced changes. A shop-floor employce recollected:
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We opposed both new shift-plan and time and attendance system.
Foreign managers were attempting to control our factory life more than
gver before reducing our freedom end taking off our factory income.
Whal they plancd was to reduce gur overtime work. Gn the other hand
we had to work more hours like machines, Company also attempted to
monitor our lifc using computerised system. We never ever in gur village
tife controlled by others like this, If a person dies during a working day
we can't attend to his funeral because factory is scheduled to run with a
rinimum number of employces, We have to be free to enjoy our social
and cultural life while working in the factory. Beeause that’s our culture
[emphasis added].

The presupposition uses of “we” and “our” by employces presume the recognition of
their shared acts. As employecs speak together, they act together. This ordinary action
cohtcxt can not understand just only we listen to their words, but listening to people. We
must attend aot cnly to what is said, but also why employees opposed to the changes
introduced by the management. Within villages, employees were not subject to any
control mechanism. Villagers worked as a family in a system of reciprocal
understanding that was governed by trust relationships. Goldenbank management did
not understand this social context of Sri Lanka that produced and reproduced in every

action and interaction of employees’ remained unchallenged over many centuries.

The Ioppusition of employees has multiple meanings cmanating from their socio-
cultural, economic, and political contexts. For example, the unrealistic management
actions began to clash with the fulfilment of employees culturally embedded value
systems. They affected to breakdown of collectivity of decision making, loss of their
traditional value systems and the ecrosion of their traditional culture. Employces

understood that :they would keep away from the management interaction when

M
“computers beginnipg to monitor and to contro! their behaviour within the factory. They

perceived computerised information systems degrade their personnl communication.
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The use of informal conumunication is consistent with traditicnal village culture of Sri

Lanka.

Employees opposed management actions because it affected to further deteriorate their
main income from the faclory leading some employees to earn low income. Some
employees lost their jobs after the introduction of information systems. For example, the
number of employees who worked in the previous time and attendance office reduced
from twenty to two. Ostensibly, employees through unions opposed the preposed shift
plan and monitoring and controlling of their works through computerised time and
attendance information systems. From these perspectives, it can be natural to believe
that the development and implementation of computerised time and afiendance
information systems went on within socio-cullural, economic, and political contexts at

NCCL.

6.11.5.1,1 Reflection on Episode 7

What is interesting is, with all these changers were taking place in the social action
context of NCCL, management regarded such actions as irrational and unimportant
disturbances to realise theijr rational chjectives. They ignored the collective symbolic
structures of cmployses‘ ‘lifeworlds’. They did not understand employees’ resistance as

a result of unrcs_'_rj')lvcd steering problems.

Crisis sifuations in the sccio-cultural, economic and political contexts occurred much
owed their objectivity to the fact that they issue from unresolved steering problems
introduced by Goldembank at NCCL, These steering problems affected and endangered

social iniegration of NCCL. Rather than understanding ‘lifeworlds’ demands,
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management rationalised its actions through Interpreting financial and production
figurcs to realise its objectives, meanings of employees® actions was interpreted at best
of localised importance or irrational behaviour rather than understanding the behaviour
is resulted from the unsolved steering problems of Geldembank. The adoption of
science-based innovations snd technologics by Goldenbank management at NCCL has

often been stifled by the employecs’ perceived socio-cultural lifeworlds.
6.11.6 Maintenance for Cement Systems (MAC) for Factory Maintenance

As part of the modemisation program of Goldenbank at NCCL, a project named,
‘maintenance for Cement (MAC) was introduced at the factory in the late 1996. MAC is
a manuel system which has been implemented in other Goldenbank group of
companies. Simply, MAC project was focused on the maintenance of factory machines
to improve the efficiency of the operations of factory performance, Former Factory
Manager explained the objective of MAC project. *“The focus of MAC was to reduce
mafnienance cost with the improvement of overall maintenance activitics, to reduce net

operating assets, and o improve overall equipment efficiency™,

Goldenbank management assumed that MAC eould be implemented at NCCL as it had
been in other Goldenbank companies. However, employees were strongly opposed the
_:introduct:’on of MAC project through unions, Employecs who previously divided into
various palitical pariies united through their national union leaders to protest against the

introduction of MAC project. A union leader recollected:

Employees organised to protest the implementation of MAC project
despite their pretty differences in politics, After the take over of NCCL,
Goldenbank Company highly conirolled us through various systems. We
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have no freedom within factory. Employees in the factory use as slavers
to realise {he Company targets. They reduced a number of employees
employed in cach shift. We have to carry ot their works too and we are
now over pressured,

However, the manapement jgnored employec resistance but expected a massive

attitudinal ¢change from employees. Former Factory Manager stated;

To introduce MAC, Goldenbank expected an entire attitudinal change
* from people, but employees viewed MAC project negatively. It took

nearly threc months including a menth to select a task force to study the

project. Another two menths to give awareness, Company introduced

pasttrack reduction of employees. Employees were monitored and

controlled through computerised time and attendance information system

[as previously explained]. People thought all these changes were

emanating from MAC project and they opposed to il
Management perceived employecs’ resistance as disturbances in the social system to
realise rational objectives of Goldenbank rather than understanding cultural problems of
employees’ lifeworlds. MAC as a stecring medium did not mateh with the established
working culture, socio-cconomic and political contexts of NCCL. However,
mariagemient organised training program for some employzes hoping to change their
attitudes towards MAC implementation and to improve their condition for use of MAC.,
Goldenbank perccived social life of employees as a technical issue, and its improvement

was cntrusted to techmical experts, capable of rational decision making and

management.

Management organised training for a task force selected among employees to
irﬁ;j;lllement MAC project. The group comprised of 12 employees including a systems
analyst. Foreipm consultants conducted training on MAC implementation. However, the
way fraining was conducted could not cultivate new ideas about the use of MAC at

NCCL. It did not previde opportunilics to learn MAC concepts by employees, The
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training followed an instrumental approach. A planing officer in the factory planing

division stated:

Though training was aimed at changing our attitudes towards MAC

implementation, it did not happen because it was just conducted, We

could not understand many of the concepis he {foreign trainer] taught us.

We have never heard of those concepts before. We had problems of his

language [English] [emphasis added].
The presumptive use of “our” and “we™ in planning officer’s use of language presumes
the recognition of learning as a set of collectively shared knowledge generation process.
These “our” and “we” words appear as quite ordinary expression, or presumptions
altbgethcr unchallenged the solidarity of employees in the face of practical
communication. What we see here is the practical relevance of use of communicative

actions in training of employees. This use of social grammar of ordinary communication

"X 45 gtill remained unchanged in St Lanka's culture.

"'English_ as a medium of instruction also inhibited learning by employees of conc;epts
associated with MAC project. Many of the employees who empleyed at NCCL had
completed their pre studies in schools and universities using natienal languages such as
Sinhala and Tamil as medivm of instructions. This resulted due to the recognition of
swabasha (swabasha refers to a notion’s own languape) medium education policy
adopted in teaching in 1944 (Ruberu, 2001}, This adoption of swabasha policy in
teaching students was inspired and convinced by the universally accepted principle “the
mother tongue of a child is the mediam most appropriate for a child te learn effectively”
(Ruberu, 2001). It considered that the mother tongue as the natural medium of education
and the genius of a nation finds full expression only throuph its own language and

literature, Once a person is socialised in his mother tongue and has been instructed as



- A

264

such, he does not procced subject to transcendental rules, but at the .ievel of
transcendental structures themseives becazuse he is concerned with the a prior or

intuitive basis of knowledpe as indepundent of cxperience (Hebermas, 1987¢).

6.11.6.1 Reflection on MAC

The transfer of the purposive i;ationu]ity of Geldenbank car_ried witi; it the transfer of -
values and institutions embedded in corporate and mﬁﬂaigcmeﬁt culture of the Wcst.c.'m
societies. The application of instrumental approach in the course of employees” training
towards the use of MAC inh.i:bitcci to take place employees' discussions necessary for
the inclusion of the requirements of lifcworids. Rather, this instrumental-apprcach
further erodcd employecs” ability to deﬁne and talu. care nf thelr own lives further than

the erosion of past periods of corporatmn and Yawakkal managcmcnt at NCCL. / /

- S /
-:f!.f'- e ;

" Factory Mamtmance' Eplsode 8

. In thé MAC project, onc of the areas, namely, work-ordcr;:infonn_gtiori sys;t(;ms, requireé
computerised information systems Jevclipment to implc:rn_?nt in t_he maintenance of
factory plants. Simply, the objective uf .computerised work-order inf__c_lrmé'tioﬁ systems

) {computerised \;fork-*_rrd{:r information systems) was to design preventive information
systcn?_s for monitoring maintenance activities m the fac'--:.-); plants on a scheduled basis.

1t was sche” ~&d for 13 week moritoring plan of planes. Thus, information technology
and management . jnformaiion. systems managers went to Thailand 1o study those
~’systems use by the sister companies of Goldenbank expecting that the similar systems

_. conld be used al NCCL. The managers realised that the computerised work-order

: information systems used by Thai companics did not meet NCCL requirements, because
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Thai manufacturng of Cement process was highly automated and equipped with
moder mac:him:s and technologics. Hence, the management information systems and
infﬁn‘nation technology managers requesied NCCL management 1o develop
computerised  work-crder  intbnmation  systems in-house that met  Company
requirements, The management informalion systems manager explained insufficiency of

Thai systems to meet NCCL requirements:

We observed the way that Thai manufacturing process and the way plants
were monitored and controlled. Thai machines were absolutely new. We
realised the same system [computerised work-order infermation systems)
and the approaches used in Thailand would not be effective with gur
- some forly vears old and obsclete machines [emphasis added].

Consider the above three presumplive uses of “we” and “our™ in management
information systems manager’s expressions, ‘we observed’, ‘we realised’, and ‘our
some . . .’ recopnise the collectively shared knowledge in managerial actions, Realising

:thlle importance of computerised work-order information systems and believing the

I
u

facommendations of information tlechnelogy and management information systems
managers were correct, the senfor management decided to develop computerised work-
order information systems in-house. This situation could be constdered as a culmination
of communicative actions in decision making between employees and Goidenbank
management. However, a consultant from the parem Company headquarters was
brouéht in rather than trustiny Jocally available éxperts to deveiﬁj} the nn‘{}__t__)sed system

in-house.

h

With the MAC project, a new planning division was created with four planning officés .
: \\l ) o

L

together with an cngincer as ;the head of the division 1o ook afier the implementation of

the computerised work-order information systems, A sysicms analyst was appointed as
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the coerdinatar of the project, The system development process was largely ad-hoe. The
consultant did not eenduct a systematic study te identify inform=on requirements of
NCCL rather the head of MAC project provided requirements for the development of
Lh.e.system. Foreign experl presented himself, as en expert who is in a possession of
knowledpe that is not available to users and other affected parties at MCCL from the
computerised work-order information systems. Users were not consulted nor tflcy were .I
involved in the design and the development computerised work-order information
systems. The consultant developed the computerised work-order information systems
within three weceks using Microsoft ACCESS database soflware package and he left the
country leaving the responsibility of implementation with the staff in the planning

division of the factory.

The foreign expert foltowed purely scicntifically rational, technical and instrumental
approach to design computerised work-order information sysj:cms while introducing
neutrality into political.a-r.:lion contexts in whiﬁh NCCL. operates. The foreign consultant
would have assumed thai information systems development could be carmicd out
painlessly to underlying social and cultural structures of NCCL in which information
systerns development takes place, However, it is impossible vo argue that public domain
i5 objective and value neutral. For example, the VP-manufacturing whom needed using
the computerised work-order information systems for mainienance activities in the
factory urged the planning inision to make use of the computerised work-order
information systems developed by foreipn consultant and 1o produce required
management report to monitor and control mainlenance activitics in the plants.
However, the users could not produce the required report using the computerised work-

order information systems, Systems stated:
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We had hell of problems using it [computerised work-order information
systems] including, creating documents for managemenl. We identified a
list of problems, we had, when we were using the system and handed
over it [the list] 1o the head of the MAC project, He then faxed the list to
Edinbara [name of the consultant]. Edinbara came back 10 work out the
problems. However, he just gave me a training about ten minutes before
he was lcaving the country. We experienced another set of problems cven
after comrecting the earlicr list of problems. We brought those problems
again atlention to the management,

The group collectively cmploying communicative actions identified difficultics
regarriing the use of computerised work-order information systems developed by the
fore:lgn consultant. However, senior management, particulatly, the VP of manufacturing
lgnored such understanding ef the users of the computerised work-order information

systems, becanse he was inculcated with the belief that foreign expertise was superior to

locally available knowledge of information systems development. Instead, he suspected

‘that the employees who worked in the planning division assuming that these employees

were sabotaping iactory work by not committing to work with the computerised work-

order information systems developed by foreipn consultants, A planning officer

sxplained:

Chief factory manager suspected uvs. He thought that we [users)
sabotaged the computerised work-order information systems since a
foreign consvitant developed it. For example, one day, the operation
manager asked us to create reports whilst he was sitting with us, but we
could not produce any single report he required. All planning officers
were also fed-up and frustrated with the computedsed work-order
information sysicms. Then only they [management] realised that the
computerised  work-order information  syslems could not generate
necessary reporis for their [management] use. Later, it was given up,

Later the system was abandoned leaving 2 huge cost (Rs.30 million} to the Company.
Commenting on the failure of the computerised work-order information systems, the

planning engineer in the planing division stated:
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The computerised work-order information systems was desipned for
prevedtive maintenance of plants, 1t was scheduled  for 13-weck
monitoring of plants. But our machines were neatly forty years old.
There are frequent shutdowns and stoppages that require iramediate
attention and repairs, We can not maintain them on scheduled basis
because failures take place belore the scheduled days. Goldenbank has
not considered thesc aspects of machines before considering  the
development cf the computerised work-order information systems.

The purcly instrumental approach of the consultant denicd the possibility to engage in
eritical cxamination, sclftreflection, and awarcness of the development process of
computerised work-order information systems relating to employees of NCCL. The
instrumental approach adopted by foreign consultant restrained the development of
information systems according to the understanding of local employees about the
factory maintenance activities. For example, planning engincer recollected, “when
factory systems analyst sought to take part in the design of computerised work-order.
information systems, he was told by the head of MAC that his service was 7o longer
required by the project.” The process adopted by consuliant in develeping computerised
wark-order information systems inhibited a eritical awareness of ;hé conditions of
factory machines 10 be included in the development. Furthermore, making compments
about the failure of the computerised work-order information sY’stéms, Former Fac:(lory "
Manager stated:
Goldenbank expected a massive behavioural and attitudinal change from
. the part of employees to implement the computerised work-order
i information systems. However, the apprach was top-down and the
4 Company neglected listening to the voices of bottom-levels. The poor

: I_f? knowledge aboul computer use of planners was further added to the
1| failure of the computerised work-order inforrnation systems,

i

I
Both-{(":_o]dcnbank manazement and consultant assumed that instrumental and technical
I

approach used in the develomment of computerised work-order information systems

o

would help to implement MAC project to transform NCCL towargas a modern

W
il
i
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organisation. However, the developer neither had an idea about the Company
requirements nor he involved in the implementation of computerised work-order
information systems with the planning officers. The developer followed an instrumental
I‘_approach which is embodied in the philesophy of positivist science. He coneealed the

problems of world constitution of user employees at NCCL.

The paositivist designer, taking an crxpert position, ignered the social prammar of
employees that produced a system of knowledge as a shared learning prucess, which
allowed interaction with other employees at NCCL. A superficial _:E’_jdoption of
_Jipstrumenta] approach and ihc use of power in the process of development of
computerised work-order information systems prevented contesting the normative
context of information systems development and its possible consequences for
lifeworlds of employees at NCCL. Both Goldenbank management and foreipn
consultant did not understand the fact that modem scientific knowledge and the

knowledge possessed by local employees are grotesquely unequal in leverage,

6.11.7.1 Reflection on Episode 8

The domination of Western positivist science ignored knowledge and wisdom in
employees’ lifeworlds in 5ri Lanka, They did not believe that they could have anything
to learn from local people or to recognise that there is a parallel system of knowledge to
their own which is complementary, that is usually valid and in some aspect superior
than scientific knowledge adopted in positivist science.  From these pcrspcct__ivésf it is
important 1o understand that knowledpe producers, knowledge users and knowledge
recipients such as affected parties must commumicate, hecause knowledpe products

possess latent sociopolitical characleristics that surface and activate when changes are
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implemented in practice. The inner motive that all the parties share is nceded 1o bf:ln';
understand and cffectively employ in information systems development if il. is 16' be
productive in organisations, However, this shared knowledge in information systems
development was missed out both by the management of Goldenbank and thq consultant
who developed the computerised \_Lrurk-ordcr information systems. Seen from these
perspectives, transfer of instmmeniai science and technology, management techniques
and metheds, and experts’ knowledge from the Western countries to Sri Lanka as
steering media prove problematic and unsuccessful in the prevailing socially

constructed Jifeworlds of people in Sti Lanka.
6.11.8 Matagement Information Systems for Factory Control: Episode 9

After the closure of data processing unit in the factory and the introduction of MAC
project, the planning division was regulated, as the management information systems
unit in the factory, to produce various management information systems reports. These
wee to enable [actory management to closely monitor and control factory praducticn to

achieve Company targets.

__ The objective of management information systems dcveibpmcnt was clearly linked up
with the Company's raticnal objectives. A system analyst in the head office had
developed a database system using fox programming language. Additionally, using
Microsoft EXCEL software puckage ;ariuus reports are produced. Planning officers
independently operate database and EXCEL systems. Neither database system nor
IE,XCEL system is integraled on-line with information systems in other departments,
units ar head office. The planning engincer stated that, “our system is not yet

integrated out we interface information manually to database and EXCEL systems from
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other depariments and scctions to generale various maﬁagemcnl information systems
reports required by the factory management, Each manager decides what information he

wants”,

Both database and EXCEL systems were developed to control the workforcee in the
factory. Similarly, neither uscrs nor other affected parties were involved in the design

and development of management information systems. Systems analyst stated:

Things are different here; there were no many interactions with the users
and other parties who affected management information systems. We
can't take their priorities into considerations, because management
requirements are different. Therefore, we develop management
information systems to meet management requirements.

The. systems analyst employed an instrumental approach of which was aimed at the
Tt
production of technically exploitable knowledge in management information systems
development. This instrumental approach discloses reality from the viewpoint of
~ possible instrumental contro! over objectified processes of nature. This approach has
regressed behind the level of reflection represented by the worldviews of users and
other affected pacties from management information systems dcvc]ﬁpmenl. The systems
" analyst ignored the socinl vontext of NCCL within which management information
systems development occurs. Rather, objectives of Goldenbank were included within -
the objectivas of management information systems, for possible cantrol of behaviour of

employces in the factory. The objective of each manapgement information systems report

produced by the planning division is as fellows.

1. Daily plant maintenance and review reports. Objective is to review the past
performance of the maintenance department against the plan, 1.Jent:fy sources of a
deviation to adapt 1o daily plant production needs. :
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2, Weekly maintenance report. Objective is to review the attainment of last week plan
and to develop the plan for the coming week.

3. Shift hand-over report. Gbjective is to cnsure a smooth trunsition between shifts,
discussing problems that need specific focus as well as potential problems.

4. Weekly management review teports, Objective is o review the resulis of the past
week of all sections, reporting le the Chicf Faclory Muanager, identity variance,
analyse them and lake appropriate action.

5. Daily deviation report. Objective is to review day-deviations,

Factory managers in lurn use these reports as purposive-rational means to conlra} the
operations at the factory to achieve Company objectives. For example, the Chief

Factory Manager stated that:

I am looking after operations both in the factory and the quarry. | receive
daily, weckly, monthly and annual reponts about the operations from the
planning effice. [ use these reports {as manapgement controlling devices]
to see whether the factory is running smoothly. 1 closely look at cvery
movement of the factory . . . and tightly control the operations using
management information systems reports. For example, we closely
monitor cmployees' arrival and departure time to work, This is very
essential for us as the factory is scheduled to run with a minimum
number ot empleyees. | forced supervisors to tuke disciplinary sctions lor
late arrivals, which is their responsibility to make the employees
disciplined, [ pressured all the superintendents and other sectional heads
to issue warning letters for them [for the late arrivals]. W a person reports
eopeatedly late, 'sack’ him, . . . then employees will realise that this
Company is tough. We have (o have disciplinary workforce to achieve
our targets. The Comypany has to make mancy to keep going.

Management information systems development at the factory planning division
reflected the prevailing managerial ideo_'l.‘lgy of Goldenbank, which strengthened the
instrumental rationalisation of work prclc.ess of NCCL. Employees arc considered as
objects to be manipulated by management agtions. infonmation system was used as an
instrument to moniter and the contrel of performance of both employees and other
departments. By using management information systems, Goldenbank management

believes to obtain rcliable and objective measures aboui the performance of both

employees and other depertments.  Information is used as a new management-
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controlling device by manapement to reinforce control and surveillance of the

workforee lending to increased alieration.

Goldenbank assuraed that management information systems development could be
casvied out paintessly to the underlying socio-cultural contexis at NCCL. The use of
instrumental actions by factory management through management information systerms
to control and surveillance of employees in the factory threatened the communicative
actions that had recenciled their traditional way of life. The traditionaf way of life was
surrounded by the purposive ralicnal actions of management, A shop-floor employee
commented that:

Earlier [during corporation period] we did not sce the factory differently.

Factory had become a part of our every dlay life. Many things occurred

in a manner we were used to, Trade unions were always with us in our

everyday life. Our managers used to know our situation ftraditional way

of life]. We fully supporied them and they fully supported us. Mutually

we understood each other,
Employees believed that Geldenbank management would not interfere to continue their
customary shop-fioor customs and practice. Unlike privatisation of other SOEs {e.g.
Kalaney Tyre Corporation) in $ri Lanka, the employces at NCCL did not resist through
prolonged strikes realising that they would be disadvantaged from the instrumnental and
stralegic actions of management. Howcever, employces heavily suffered from the new

disciplinary controls introduced by Goldenbank management through management

information systems.

In their traditional village culture, naturally villagers employed communicative action in
their everyday affairs, Their everyday affairs and experiences were not sabject to the

transcendental conditions of action itself. Reality is constituted in a framework that is
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the form of life of communicating groups and is erganised through ordinary lanpuage.
What is real is that which can be expericnced according to the interpretation of a
prevailing symbolic system. Villagers produced their fives both through learning
processes of socially orpanised labour and processes of mutual understanding in
internctions mediated by ordinary language, In this use of ]anguafige sacial interactions
and understanding was predominant. Everyone understood the language used in

ordinary communicatior.

However, new control initiatives of Go]denbﬁnk thrqugh manageme;;; information
systems suppresscd the employees' lifeworlds ieading to alienation and to an
organisational iron cage as referred by Weber (1947). The introduciion of targets made
employces more aware of the pressures for increased controlled leading to loss of
socially organised knowledge. Employecs never used to work in the villages under a

sever control by external parties. In the villages, controlled was communtcatively

formed. A work-supcrintendent explained changes occurred in the factory after the

initiatives of Goldenbank management.

During corporation period, employees were somewhat free with usual
habit of work. Now the factory is very busy. Attendance, timing, and
- targets are very important priorities of the faclory. People normally don't
like that type of control. They prefer to work frecly without such rigid
control.
During corporation perird, cmployees had amicable relationship with production
manapgers because they understood the circumstances of employees. Goldenbank
managers ignored this cordial relationship between production managers and employees

and the effects of their relationship to the production in the factory. Rather than

understanding the employees® behaviour and the importance of keeping good industrial
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relavionship with employees, Goldenbank management ignored the demands of every-
day life of employces, When employees’ everyday life clashed with management

priotities, it considered as jrrational behaviour of employees arid became a matter of

investigation and discipline, A work-superintendent explained:

Ll

When employees are absent the Chicf Factory Manager asked us fo take
disciplinary actions against employees. Good example is that about a
month ago one employee in the clinkering division told me that he was
absent because he had a family ceremony. The Chief Factory Manager's
reaction was not like Jocal managers. He is more serious about factory
diseipline and wanted us to take disciplinary actions apainst absentecs,
Employees now should be scrious about their work, They have to select
cither factory or family, not the both, because the Company policy is
very tough now.

Another shop-floor employee stated that “now everybody is busy working but \:'-i'e do not
like it. It’s very difficult for us to have lcave. Now we don™t have frecdom to talk much,
We do not like it". The work intensification through management information systems
had pressurcd and increased cmployees distressed in the factory. An operation manager
said, “the freedom to talk with people had withdrawn here. People do not talk. They
carried out orders with fear psychosis. And negatively respond™. It seemed that with the
stiff management control, employees’ attitudes have become hardened. As a fresult,
emplo.ye:?s opposed senior management actions by focusing on their high salaries and

expenses. An accountant comemented:

Executing the plans of the expatriates proved expensive for NCCL,
which veered betwoen low profits, The foreign mangers (according to
local managers) were paid hight salaries a scale higher than local
managers. Their salaries are fac ahcad with the salarics paid for other
employees, They were provided luxuricus benefits such as vehicles and
accommodations at the Company cost, The Company had to sutisty tiem
. with al{ facilities. For example one of VP's telephone bill for one month

exceeded Rs. 200,000, which means the Company can pay twenty shop-

floor employees of this bill alone. You know, our output is to iocal

market and we are severely attacked by other competitors. We could not
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increase prices as the cost increases, ] am concemed whether these
additional costs provided substantial returns to the NCCL. My
understanding is they didn't.

%y, 61181 Reflection on Episode 9

- Within this social miliew, therefore, management information systems development was

. incapable of being legitimised at NCCL. Employees opposed management acliolis as

means of expressing their discontent. Employces’ ‘lifeworlds’ demands were not dealt
with democratic and rational means. Rather they have been suppressed or dictated by
managerial endorsements. Goldenlaanl:""percsption about management information

systems development was technical and instrumental 1o obtain better and accurate

information to monitor and control work-place relationships.

In developing management information systems, systems analysis adopted an
instrumental approach for realising technical interests and supposted in realising the
purposive rativnality of Goldenbank management. Management information svstems
were aimed to get reliable and objective measures to predict and control of performance
of individuals and departments and NCCL itself without integrating employees'
lifeworlds demands in information systems development. [t can therefore be concluded
that information systems development at NCCL represented the positivist approach

emanated from the Western cultural and value systems.

6.11.9 Outsourcing information systems: Episode 10

- The CEQ.4t NCCL believed that information and information technology was eritical tllr.) '

i B
bl W

Lo, , . . L
sustn]r}_,__find in -pursuing Company vision. Therefore, in the late 1999, Goldenbank

considerad émploying information technology for gaining strategic adventage in the
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cement masket. The implication of this thinking is that NCCL required a sophisticated
computer communications infrastructure for the daily activities. This view of
information and information technology is reflected in he information technology

policy and stratepy formulated in the 2000,

- According to information technology policy, Goldenbank cndeavours to develop fully
integ;'att_:d, enterprise-wide information system. Goldenbank assumed that the
deve]opf'nent of effective information systems could be used successfully to enhance the

cofﬁpelitiveness in the Cement market of Sri Lanka and. thereby to achieve sustainzble

development for NCCL.

According to infom_l_gtion techuology policy and. strategy, Goldenbank was to
‘increasingly use of computer based solutions to improve the cfficiency and
effe;:tiveness of NCCL. NCCL endeavours to reduce the reliance on manual systems
and to implement fully integraled, enterprisc-wide information systems with
Goldenbank standards. In theory, NCCL relies on e-mail, Calendar and other Group-
ware applications for improved communication and coordination while looking upon
and managing datz as a confidential corporate resource (NCCL information technology

Policy Guide, 2000), The information technology strategy was cast to give much

B concemed on the e-commerce and fully inteprated and automated information systems

in all the aspects of operations to take advantages over co. ipetition. Goldenbank
i
“l

management ussumed that integrated information infrastructure would provide

management with accurate and reliable information. The VP of Finance stated that:

. We were looking at fully'integrated information system on line with
factory, head office and otner locations. Our strategy was to outsource
standard-licensed  software in  all the applications including



administration and 1o introduce fully inteprated and avtomated systems
such as SAP 1o edge oul the competition, The Company, foilowing ils
information techrology strategy, had introduced new outsource sultware
{information systems) for accounting, payroll and inventory applications
and o Lotus Notes nel work for buth internsl and  extenal
communication. Morcover, the Company uses Goldenhank sprce web-
site for sharing and comparing information with other Galdenbank
companics.

Intormation technology policy and strategy was highly linked to Company vision and
objectives of cost and market leadership, The underlying belief of Goldenbank is that it
‘sufférs from unclear, ambiguous and complex co-ordination problems, which require a

lot of communication and documentation. Guldenbank perceived that employees in

every location should share information accurately and in a timely manner. Implicit in

this policy and strategy is that information must be systernatically prathered on people’

and their activities. Thus, information systems development were tied up with and
focused on realising the interesls of Goldenbank of monitoring and contrelling

performance of employees and their activities at NCCL.

In the selection and the deployment of information technology resources, the Company

relied upon the principles of cconomic calculations for obtaining value for money.

Gp]d‘_::nbank believed that information sysiems have a direct impact on the economics of
infoﬁ;aﬁon processing. Prevalent belicf in the direct social and economic value of
gomputerisation (Kling, 1996) presumably iﬁforms such counsel. Information and
communication technologies were understood to impeove the quality and productivity of

information processing and reduce labour cost. For example, VP, Finance stated:

il . .
Wc have external communication sysiems. We are now able to

communicate with remote areas such as with Goldenbank and with the
factory people. We intemally communicate using Lotus Notes. As far as
cosl is concemed these toshnologics arc cheap and they serve lot of
money lo the Company. The sclection and deployment of information
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technology solution is bused on value for money to obtain o grater
ccanomy,

A]lhuu;,h Goldenbank has been grappling with the problem of information since ]996

albcn mlh a conspicuous lack of suecess, cheap and easily accessible mfurmalmn

tcchnulog}': sily appeared on the NCCL scene afier the Goldenbank has started it;
operatiori;:ﬁt };ICCL. On the other hand, the develupment of piecemeal information on
the integrated information systems to support information requirements of user
d.'.:partmenls substantially changed socio-cultural, political and economic climates in
which NCCL operates. Outsoucing of information systems from different vendors and
as;signing the task ‘of information systems development to extemal specialists following
{he inf(;n'nation technology policy and siategy continucd to erode the technical
i;a:lieﬁhlp of organisation of information systems within NCCL. [n many cases, the

s

partnership between vendors and NCCL experienced scver problems leading to

information systems failures in user departments at costs.

Following the Company information technology policy and strategy, different versions

of application software from different vendor firms were set up in user departments:

“ACCPAC" in the head office's Finance and Accounting department; “ACQUIRE 7" in
the factory’s supplies and inventories department; and *‘Shenide” in the head office’s
payroll section. These application softwares were products of developed countries,
Though Goldenbank perceived integrated information systems as powerful and
significant forces of modemisation program of NCCL, the developed nature of the
integrated information systems has been uneven and piecemeal. Neither specialists from

vendor firms nor information technology persennel of NCCL conducted formal

I,j-infommtion requirements elicitation study identifying needs of the Company. The
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specialists from vendor firms excluded users, internal information technology staff and
other employees and carried out information systems development independently
adopting technical knowledge with narrow instrumenta! approaches for the best

interests of the Company managemrnt and the specialists themselves,

User dcpunmuﬁts purchascd their own software and hardware and frequently devcloped
their own information systems. Each department was starting to implement small,

standq]_gne applications on PCs, Many of such systems directly vied with thosc availzble
from. the market and have no formally linked wnlh other departments. Because of their
very nature, integrated information systems needed to run on large, centralised multi-

user systems. However, this did not happen up till the end of 2000

The practice of piecemesl infermation systems development fostered a boom on the
piecemea! development at user departments, These piecemeal infonmation systems in
users” department acted as major barriers on the development of intcgrated information
systems. Whilc software installed at different user departments was incompatible to link
to function as a unified information systems, these informatton systems reinforced the -
traditionally established bureaucratic culture of managers in user departments. The
developrﬁm:l of inforraation systems served the needs of some managers at the expense
of employees. The cnds of information systems development in user depastments were
in question to many crmployees. Information systems development has not been guided
by the demands of employees' ‘lifeworlds.’ Clearly, socio-cultural, cconomic and

political aspects of NCCL influenced information systems development at NCCL.

Erequenily, scitings up of small data processing units have been created to satisfy the

needs of user depariments who generally felt dissatisfied with former data processing

J
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units. Shifting information technology responsibility from information technology
section to the user departments seemed like a good solulion for all. According to
Hobernas this situation can empower uscrs and emuncipate them from the power of
information technology staff. These departmenls welcomed information syslcmé

development within their depariments as answers to the applications backlog.

This is mainly because, over nearly three decades, two computing units in the head
office and the factory served for those who were in power. Throughout the history of
NCCL, staff and the data processing unils were subject to instrumental use of senior
ninagement and politicians. 1n many instances, information tecknology staffs followed
narrow instrumental and technical appreaches to design and development of information
systems. They were considered as legitimate ¢xperts in information systems
development. Their main concemed was to develop technical information systems
necessitated by management deeision making to monitor and control lifeworlds of

employees at NCCL.

' This namow focus of information systems development within NCCL not only alienate_d
employees at work but also annihilated wide assimilation of infomatior};ngslems used
in other departments. [ts access was dented to overall employees as a W{..I(;']c. Therefore,
information systems development did not have any impact of transforming NCCL
t.owards an efficient and effective organisation it initially emulated for. Rather the

development of information systers fiustrated NCCL transformation.

- Though competition for Cemenl has been changed since 1990s, until the end of 2000,
NCCL and its informatien systems followed relatively formal and stable structures,

Therefore, they can be viewsd as machine-like structures with fixed relationships that
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produce purposcful results (see Porra & Hirschheim, 2000), Information systems
function received litle recognition in compared to other business functions such as

accounting and finance within NCCL.

[n the lale 1999, Goldenbank transferred the responsibility of information systems
developmient from the management information systems section 1o exiernal specialists.
The managecment information systems manager commented that "the monopely u(f
information technology divisien was broken by introducing scftware packag_r:s""ia';%
"various applications in user departments™. This can be scen as evidence of the
information technology personnel being considered as an inferior organisational class

by Goldenbank management {Porra & Hirschheim, 2000).

u;::’[
W . . .
Howev?‘_._ outsource policy hus created poor morale of information technology

o . .
personnel in the management information systems section leading to alienation and
i
i '
apathy. ﬁor example, an analyst who was greatly suffered from the Company's decision

i y

to outsource information systems function mentioned thati'we are now ignored and

' comered by Goldenbank management”. The poor morale of internal infermation
technology specialists was symptomatic to a lack of information technology vision for

NCCL management. o

The vast array of information systems that developed at NCCL has been developed
largely through the initiatives of paricular individuals in user departments. The
expectations of handing over information systems development responsibilities over to
the user departments were too optimistic, because it created much conflict between user
departments and the management information systems scction. In many cases, the

management information systems section was excluded from the selection process of
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software and hardware for user departments, Deputy General Manager in the accounting
and finance department stated that “things arc quite different here now. We feel
information systems need 16 come up from vs™. In many instances, these ideas led
personnel in the user departments to depend on personne] who initizied and introduced
such information sysiems, The project manager stated that “in every section, there is an
information technology persen. Others have to depend on them and have to accept what
they say correct”. An information technology manager in the management information

sysiems section stated that:

If mister [X], an accountant in the accounting and finance department,

leaves the Company, then that it would be the end of ‘ACCPAC’

[accounting software package] because he initiated, he trained himself

and he is being used it now by him. Information systems became

properties of individuals rather than the property of the Company,
This practice of information systems devclopment by individuals in user depariments
fostered to maintain power and to dominate over the staff within and outside the
departments. In certain instances, user departments recruited internal or external
information technology specialists. For example, a systems analyst that worked in the
menagement information systems section was transferred to the accounting and finance

department by the VP of fiancee to strength the infarmation system in the gecounting

and finance department {Gunatunge & Williams, 2000).

a7
A

I L .. . .
In many occasions, h':fonnation systems .initiatives in vser depariments did not occur

following a dialogue betiween stakeholders, i. e., user departments, and specialists in the

" management information systems section and other employees, According to Habermas,

communication brings people and their knowledge together and it provides a forum far

exchanging their intersubjective knowledge in a mutually understand manner. However,
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certain user departments excluded communication with personned in the management
information systems section and other stakeholders. Management information systems

manager commented that:

Managers in user departments are now responsible for buying
information technalogy products and services from suppliers; they are
absolutely critical in giving us control of information technology.
Muanagement infarmation systems section was just informed about

such decisions by user departments even though it didn't make much
differcnce.

Similarly, management information systems scction had little coordinalion abeut the
information systems initiatives in users' departments. User departments handled such
information systems developments with external software vendors. Very ofien, external
specialists from vendor fimms appear in NCCL's premises.  Accordingly, user
departments’ received little direction by management information systems section in

helping users and ensuring user salisfaction in use of information systems developed by

external specialists.

The lack of relationship between user depariments, information technoiogy personnel in
the management information systems section and employees in other departments
affected creation of mutual confidence, understanding, trust, hannony, and successful
comm'tini:l:alion. Moreover, Goldenbank management deemphasised the work carried
out by inil'!emal information technology personnzl. As a result, when technical problems
aries in user departments, a systems ana]:;st stated that “information technology people
do not actively involve in comrection of !tlwﬁle prqb]erns PIJccause they were not involved

in developing such systems”.
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The Management information systems manager commented on being informed about
such prohiems by uscr departments, “information lechnology people in the management
information systems section used to contact external vendors wha supplied software and
hardware for user departmients to correel every minor problemn in users'. In somu
situations, users requests were neglected”. For example, management information

systems manager conlinued;

Recemly, secretary 1o the CEO had informed the management

information systems section that she had problems in reading her e-mai!

account, but about a week, information technology staff had not attended

1o cormrect her prohiem. What happened was that she had brought the

matler to the attention of the CEQ? Afier few days, CEO scightted at me

telling that [I'm not serious aboul information technology functioning at

NCCL.
This practice of many informatien technology personnel in the manapetnent informatien
systems department impaired the speciality of the information lechnology people within
NCCL as being experts. The projecct manager stated that “most of the information
technology personnel were not acquired adequate information technology skills and
business skills. As a result, information systems devclopment was not penerated
innovative solutions™.  What is intcresting is that the new organising of management
information systems function, information technolegy, and information technology
application in information systems has ignored the existence of such socio-politics
between management information systems section, user departments, and other
involved partics in systems development. Personnel within NCCL were not considered

as valuable and capable human assets in solving business problems and opportunitics

through information systems development.

Follewing Company information technology stratepgy and policy, soflware selection for

various departments at NCCL was made purely relying on rational criteria such as
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obtaining information for rational decision making and controlling, This belief of
management was aligned with the idea that information systems produce fuel Lo the
organisational decision muaking {Lyytinen, 1992). Several factors conlribute 1o this
belief® reduce cost to access amd manipulale information, a faster decision cyele, which
permits more aliernative 1o be explored, and higher information quality such as
accurncy and timeliness, which allowed for more informed decisions. The Deputy

General Manager of accounting and finance stated:

Now we can make good decisions [rational} and have a better control all
aver the operations at NCCL. After introducing ACCPAC, the culture of
the Company has changed, for example, now only a single person is
doing works of five persons.

in this role of information systems have substantially shaped the prevailing managerial

i'l'l:'l'l';:.olc:i',:e;y by strengihening the instrumental rationalisation of work processes at NCCL

lcadin;;" to increased alienation of employees. According to Habermas, the application of

information technoloyry has not addressed social needs that are recognised as justified

- by an informed democratic consensus. [t ignored the effects of application of

information technology on workforce. For instance, an accountant who works with the

ACCPAC system at the head office stated:

Now we don’t have social-life within the Company. All are busy with
tarpets, because poor performances affect our promotions and pay
increases. We don't have a lunchroom to share our feclings and
scntiments with others but we used to have one before [during the
corporation time].

Information systems were cmployed o monitor the performance of individuals and
other organisational uniis without considering their everyday life. This belief about

information systemis scrves several objectives of management: information systc:r.i's
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provide a means to direct attention to important nspects of erpanisational performance;
and information systems provide an explicit contract or implicit rules to evaluate the
performance of cmployees and compensate accordingly {(Lyytinen, 1992). By using
information systems, Goldenbank management believed that it would get reliable and
objective tmeasures to reward employees and shapes their perceptions and behaviour

towards the implementation of modernisation programs of NCCL,

Increasingly, these new idras of information systems were fused with instrumental and
strategic rationality of management actions and reinforced the existing traditional power
bases of senjor managers to control and surveillance of the workforce leading to
increased alienation and apathy rather than developing motivated workforce within

NCCE. The Project manager stated that:

People use information as power to contro! others, Some managers
have created their own power bases within the Company. You see,
more people you call, you love them. [ don’t get information. Giving
information is considered as somcthing that you favour others. You
know why, still traditional bureaucracy remains unchanged here.
Some senior managers who have been worked for the corporation titne
still remained in the Company and they became more powerful than
before because of seiting up small computing units within their
depariments.

At present, throughout the Company remains the traditional state corporation culture
where the focus was to tarpet functional objectives using information systems set up
within each department. Many of them have not been exposed to working in & changing
business environment. Factory Human Resource Manager stated. “We have to go
outside and sce what is happening there™ Introduction of new information systems in

user departments supported to growth of bureaucratic infighling and the loss of

flexibility through the entrenchment of the status quo (Alvesson & Willmott, 1992a),



288

6.11.9.1 Reflection on Episode 10

Information systems development and practice did not match with the needs of various
stakcholders and it ignored the inclusion of their value choices as desipn objectives of
information sysiems following their socio-r;ultural ‘lifeworlds.’ Information systems
were not developed considering the social context of Sei Lanke. Changing information
systems development from management information systems to user departments
therefore did not change the direction of information technelogy development for the

betterment of employees and the NCCL itself.

Overall, the present information systems development supported the purposive
rationality of Goldenbank. This techno-scientific and economically rational approach,
‘while considering others as objects, appeared to be ignored information systems
development as a socially valuable function, normally acting in the general interests of a
larger stakeholder group. The results of information systems development have caused
litle to change NCCL towards the use of information systems and the transformation of
NCCL towards a modern organisation through effective information systems

development.

LT
Wy
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CHAPTER SEVEN

SUMMARY, TIIEOhISATION AND CONCLUSION

7.0 Introduction

In this chapter [ present a. summary of each episodic analysis of information systems
development and practice at NCCL, then I summarise major findings of the research. I
prescit an account of theorising information systems development from communicative
actions whilst adressing problems of application of Habermas's communicative actions
in organisaticns in Sri Lanka, Finally, 1 conclude the chapter with some
recommendations for successful information systems development and practice in
organisations in Sri Lanka, conclusion for each research question, overall conclusion for

the study with some recornmendation for future research.

7.1 Summary

7-1.1 Episode 1: Budget as a Steering Medium

In this episode, the Ministry of Industries and Public Treasury controlled both the head
office and the factory affairs at NCCL. Preparation of budgets at NCCL emerged from
the consideration regarding political and management accountability of funds towards
the public through parliament. Budgets were produced for production and costings

concentrating on improving efficiency of operational performance of NCCL affairs.
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[nitially, factory management used budgels as o stecring medium to control shop-floor
work than as a means to report o head office, Senior manapement used budgeis to
achieve the purposive rationality of the government. As part of the implementation of
budgets, employces’ shifis became the focus of factory life, Senior management
legitimised the use of budgets by employing production targets in line with improving
factory efficiency. Thus management assumed that budgets would improve the
efficiency of operations and thereby fulfil NCCL's political and management

accountability to the public through pariiament,

However, employees found it hard to aceept the managers’ justifications of budgets and
their instumental actions, Budgets appeared to clash with employees' secio-cultural
‘lifeworlds.” Employces interpreted budpets and shifts as threats to their identity within

NCCL. Employees opposed the formal coniro! of their ‘lifeworlds” through budgets.

They opposed management use of budgets as a controlling device in the factory. They
questioned the legitimacy of formally defined budget targets and shifis operation by the
management, In Habermas's terms they questioned the contextual validity claims
(comprehensibility, truth, truthfitlness, and rightness) of management actions through
the representation of their unions. They wanted, instead, managcrs to use their everyday
life in the village as a way to communicate about budgets and shift planning within the
factory. They were culturally and ethonocentrically free from the control of madern
maiiagement techniques and methods such as budgets and shifts, In villages, employees
didn't nced formal controlling systems because human interaction within village
occurred through well-understood and reciprocally established communicative

structures,
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Recognising employees™ resistance towards budpets and realising their lepitimate
lifeworlds neceds the factory management gradually developed opportunities that
ellowed employces to fulfil their traditional commitments to socio-culture and cconomic

conditions.

Factory managers understood employees’ resistance as something that required worthy
censideration 1o achieve industrial harmony and to improve relations with employees
and thereby to achieve factory efficiency. They understood efficiency had to be viewed
not only as seientifically and lechnically defined rules and procedures, (as the case in
positivist approach), but also on a whele series of human decisions and value
judgements for which the rules of meanings were tacit and located in the employecs
socio-cultural ‘lifewcrlds.’ By applying Habermas's werk, it is argued that factory
managers used cfficiency in a balanced way by applying tacit rules and meanings of
employees’ lifeworlds to meet the requirements of both groups - management in the
head office and the employees in the factory. In other words, faclory management
accommodated value choices in budget guided through the exercise of human reasons

when they found difficulties in implementing budgets in the factory.

* Factory management considered employecs’ “lifeworlds” within the factory’s everyday
concems. They tacitly accommodated the underlying rules of meanings of employees’
actions emanating from their lifeworlds in implementing budgets in the factory. Factory
management considered the practical relevance of uéz of budget and incorporated vaiue
chojces of employees within budget controlled operations. In Habermas’s term, it is
argued that the factory management integrated demands of lifeworlds within steering
media. The budget was legitimised by the inclusion of tacit knowledge of employees’

lifeworlds.  In other words, production manapers in the factory employed



242

communicative actions tacitly to integrate employees® ‘lifeworlds” in budgel. In this
way, by employing communicative activis in budgets, it can be argued that the budgel
us a sleering medivin did nol colonise employees' 'lifeworlds' in the initial phase of its

use in wo2 control at the factory.

‘By allowing emplayees® ‘lifeworlds to be tacitly included in budget, production
managers and employees maintained cordial relationships while supporting cach other
a;;d -r.cpun_ing to the head office. However, both rational bureaucracy and the influence
of politicians annihilated further communication action in managerial plapning and
stymied communicative rationality as an institutionalised practice within NCCL. In
other words, these dual characteristics, bureaucracy and influence of politicians on
NCCL affairs, hindered NCCL becéming an effeclive organisation using

communicative rationality as an institutionzalised practice,

NCCL formally- foliowed the statutory corporation maodel of the British nationalised
industries, which formally embodied a philosophy of bureaucracy, scientific and
ratiﬁ;hal {ogal concepts. The government adopted these natural, scicntific and rational

planning and decision making concepts to transform NCCL into an efficient

..organisation. If this transformation were to be successful, then NCCL would be

_ charagterised by more efficient organisation practice.

Management actions at NCCL were guided by these bureaucratic ideals and were

institutionalised as norms and normative structures within NCCL. ‘Lifeworlds of

employees were not allowed to evolve naturally. Above all employees’ ‘lifeworlds!;

were suppressed by the purposive rational actions of the government's plans of

modernisation of NCCL and objectificd through menagement actions,  Senior

.
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managenent had linle interest regarding the lifeworlds’ problems in the factory. Senlor
management could not see factory lifeworlds' problems as their concerns because they
blinded by numowly focused seientifically rational management approaches and
bureaucratic rationalily principles and acted in the interest of peliticians, The senior
managﬁn.-éﬁl, on the other hand, as being burcaucrals did not want to sec their

diminishing power exercises against the employegs.

The underlying problem of the management of NCCL was that the govemnment Minister
held the exclusive pawer of the control and access to resources. The Minister ofien
arbitrarily influenced and changed NCCL activities, including budget decisions f;ar his
interest rather than the interests of NCCL, The senior management and the Board of
Directors had minimal power or their power was weak in the eyes of political power of
the Ministers of ruling governments, They were unabie io properly advice and guide the

Minister, but vice versa.

Both burezucracy and political dominatioﬁ coexisted and frustrated NCCL becoming as
a better organisation through effective planning by employing commumicative actions,
Thus budgets could not establish clear objectives agreed upon by all the parties through
communicative actions. Budget served the partial interest of the government Ministers
rather than serving it to wider intercsis of the community. Thouph preduction managers
in the factory and empioyees wanted communicative rationality to be institutionalised

within NCCL, they were prevented against the power of politicians.
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Generally, management and emplayees had minimal power 1o change the decisions of
politicians und they were unsble 1o properly manage NCCL becoming cffective

organisation.
.7.1.2 Episode 2: The Punch Card System

In.the episode 2, NCCL affairs were contr_o_]lcd by the new financial control féz',ulations
introduced by the government in the late 1960s to improve the cfficiency of SOEs. The
'punch card system at NCCL was introduced following these new financisl control
regulations of the government to cenirol employees” attendance and discipline at the
factory, With the introduction of the punch card systems, information processed vig

manual systems was replaced by the semi-automated systems,

Senior management at NCCL legitinised the intreduction of punch card system in line
with the povemment objective of improving efficiency in SOEs. The management
considered the punch card system as an efficient and effective steering medium to
control employees’ attendance to implement budget and work shifts to achieve the
efficiency of NCCL. It is argued that the NCCL management introduced the punch card
system to change the employees’ working culture within NCCL and to reduce the
operational cost and therehy to improver the overall efficiency of performance of
NCCL. Senior management assumed that the introduction of the punch card system
would change employees working culture and thereby transformed NCCL becoming an

cfficient orpanisation,
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The decision 16 introduce the punch card system was taken by the Chaimnan of NCCL..
Factory manapement used the punch card systems to monilor and econtrol cmployee
atiendance 1o maintain o disciplined workforce, [n other words, NCCL managers
assumed that the employee discipline could be achieved throuph the introduction of the
punch card system, because information aboul employees become transparent when

these semi-automated systems recorded their time and attendance.

The punch card systems influenced the way employces interpreted management control.
Employees interpreted the punch card systems as another steering medium (controlling
tool} emanating from the new financial control regulations of the government. They
interpreted that manapement attempted to further control their secio-cultural tifeworlds
\;ri(hin NCCL. They interpreted the punch card system as a threat to their existence
within organisation. They questioned the legitimacy and the validity claims of

managements’ actions.

~ Employees opposed the external control by the management using technically designed
information systems through their unions. Culturally and ethonocentrically employees
could not adjust to the past pace technolagy introduced by NCCL manapement.
Employee control using the punch card systems was antithetical to their traditionally
established culture. Employees wanted managers to stop the control of their lifeworlds
using technical information systems and revert back to the manual information systems.
They wanted managers to employ their everyday life within the punch card system

while considering their ‘lifeworlds’ concerns.
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Though employees oppused the decisien to implement the punch card system, the
Chairmun who introduced (he system did not change his decision and foreed factory
management 1o use the system in controlling employees’ attendance in the factory.
Using Habermas's words, it is argued that the punch card system as 2 sleering medium
colonised the lifeworlds of employees in the factory. The punch card system constituted
;:_onsﬁtutiunnl character of colonisation of employees' ‘lifeworlds’ as explained by

Habermas.

Through the punch card system, mdnagﬁmem introduced new set of rules for attendance
contral of employees’ shifts {rccording,z time of shift starts and off, shift allocation and
so forth). Senior management viewed the punch card system as a universal controlling
tool to discipline the employees® behaviour within the factory. They used the punch card
information to predict and discipling employee behaviour to realise the objectives of
both the senior management and the povernment. However, the punch card system, asa
stegring medium, did not support social integration in NCCL. The new rules stemming
from the new working patterns and the efficiency were not matched with the rules of

meaning emanating from the tacit knowledge of employees® ‘lifeworlds.’

Senior management did not integrate employees’ rules of meaning emanated from thejr
social context within punch card system. In other words, steering medium (the punch
card system) did net meet the demands of employces’ lifeworlds. Rather it objectified

employees® ‘lifeworlds’ leading to distorted communication.

The major effect on conirol and new work disciplines of management arose from
discretion being taken away from employees and scheduled into the punch card system.

Previously, employees were sufficiently incorporated their socio-culture within
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manapement techniques such as budpels using communicative actions. Production
managers by including employees® “lifoworlds® in budgets maintained good indusirial
relationship. After the introduction of the punch card sysiem, such relationship were
blurred because formally processed information via the punch card system were
available to crganise formal work shifts to achicve production targets in the budget,
Senicer management did not use communicative action le define efficiency through

information system in a balanced way for the benefit of themselves and the employces.

As a result the introduction of punch card system exacerbated relati&nship between
management and employees. [nability of management to integrate ‘lifeworlds’ demands
with steering medium of the punch card system alienated cmployecs leading to loss of
their cultural traditions, customs, and value systems. Rather than integrating employees’
*lifeworlds in information systems, the senior management objectificd their processes to
achieve the objective of the Minister of the government, The design purpose of the
punch card system supported the objective of government at the expense of the demands
of employees® lifeworlds. Thus the punch card system benefited the partial interest of
the government and the senior management than it would be benefited for the

divergence interests of a large group of participants.

In the design and development of the punch card system, management did not allow
employces to reflectively understand and critically examine the punch card system.
Management did not understand the meaning of employees’ resistance in the semantic
dimension, Managers, instead of stopping it responded to employees’ resistance by

pushing ahead with the punch card system without emplayees being participated,
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Resistonce of employees was connected with a vast array of socio-cultural, economie
and political conditions operating in 8ri Lunka. The management outflanked what they
perceived as resistance by employing their power, resources, and authority in decision
meking in regsrd te the punch card system. The punch card syslem reinforced the
worsening industrial harmony and afienated employees within the factory. Despite
seniot managers having power in terms of decision making, they failed to achieve their
desired objectives. Senior manager could not successfully transform NCCL becoming
an effective organisation following the efficiency as defined by them. Rather efficiency
required defining in a balanced way by integrating the requirements of ‘lifeworlds.'
The discussion about the punch card system call for the development of information
systems need to consider value cheices of a wider participants stemming from thei!lli;.

4
social context,

7.1.3 Eplsode 3: Budget with the Punch Card System

"
th

Tf:!':é;pisode 3 bepins when the new government swept into power in 1970, It introduced
l';‘{gal framework to control public finance through a parliamentary Act No. 38 of 1971.
Budget and the punch card system introduced in a context of financial crisis of the
govemnment, The Act required having budgets and financial procedures to introduce
economic rationality to improve the efficiency of public corporations. In this way, the
grovernment introduced commercial norms into NCCL affairs, The senior management

introduced new financial regulations to change organisational culture and values and to

improve efficiency of overall operations at NCCL.
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Consequently, budget implementation with the punch card system arose as & legal

necessity within NCCL.

Sénior management legitimised the use of new budget control and the punch card
system as new ma;ult.gcmcm techniques and strategies to improve the operaticnal
efficiency and the overall performance of NCCL. Ia this new approach te control 3OEs
by the government, the public Treasury had empowered exclusive power of limiting
public spending and conscquently cutting meney approved from the Treasury to NCCL.
" By implication, the Sri Lankan povernment wanted to transform NCCL into an internal
market. If this view of government were to be successful, then more efficient SOEs in

S1i Lanka would foreshadow NCCL.

Following these new regulations, within the factory, budget set targets for preduction
on employees’ shifls. The punch card system monitored employees’ attendance. Senior
managers simultaneously employed both the budget and the punch card systems as
steering media to closely monitor and contro! production targets by arranging employce

shifts in the factory to achieve cfficiency.

Production management and employees in the factory interpreted mew budgetary
controls were an improvement of previous budget systems (as explained in the episode
1 and 2). Production managers found it difficult to implement both the budget and the
punch card system as defined by the senior management following new rules stipulated
by the govemment through the new financial control regulations. These systems

appearcd to clash once again with employecs® everyday life within the factory.

These new contrelling systems influcnced the way employces interpreted management

actions and information systems. Employces” opposed managers’ instrumental actions
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and information systems tirough their unions, Employees interpreted new controlling as
threats to their survival and secio-culitral inteprity within NCCL. They interpreted new
controlling as a wuy of suppressing their *lifeworlds.' They interpreted that the new
controlling systems would threat to worsen their living patierns and maintsining their
traditional village culture. They thought that their personal communication was

degrading by the improved budget and the punch card systems.

The resistance of employees was coiled with economic crisis of Sri Lanka during this
period, which resulted high political tensions. They opposed newly pfoposed controlling
systems, because these technical and economically rational systems continued to erade
employees’ traditional cultural values and customs and living conditions. These new
controlling systems substantially affected lower the factory income of employees,
Employees questicned the legitimacy and contextual validly of management eontrolling
systems, which were aimed at, improved surveillance of work. They opposed the use of
moden management techniques such as budgets to formally control their factory

lifeworlds."

Employees sought ways to protect their socio-cultural integrity and ‘lifeworlds within
NCCL. What they wanted was to consider their socio-economic problems in budpet and
shift arrangement in the punch card information system. They wanted to legitimise

information systems through their participation,

By using Habermas’s approach, it is argued that the government steered NCCL by using
steering media of budget and the punch card system in a dircction which was not
amenable to employees’ ‘lifeworlds.’ Thus these stcering media had comnstitutive
character of colanisation of ‘lifeworlds.” These two management-controlling systems

reinforced the management powor to control employees® discipline in the fuctory,
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Senior management, insicad of stopping employees® resistance respended by pushing
ahcad with new controlling systems without employees' participation. They ignored
eraployees’ everyday life. Managers believed that the new controlling systems would
better explain and predict employees’ behaviour within the factory. Politicians and
senior maenagement deemphasised and ignored understanding the meaning stemmed
from employees® resistance. Employees’ resistance towards the new controlling systems
was associated with meaning stcemming from vast webs of socio-economic, political and

cultural contexts.

The most problems within NCCL were related to uncoupling of steering media with the
requirements of employees’ ‘lifeworlds. The government, often the Minister of
Industries remained exclusive right in decision making and influenced on information

systems devclopment at # ¢ expense of employees” *lifeworlds.”

Politicians introduced povernment objectives, through the senier management,

following Western techniques with their embedded value systems such as improving the

efficiency, without recognising the idiosymerasies in Sri Lanka’s social context. The
way efficiency was interpreted by the senior management was associated with
scientifically and tcchnically defined set of rules and procedures with econemic
rationality in the positivist approach. Employees interpreted efficiency differently

following their socio-culture, particularly their village cultures.
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Village life cvolved over centuries. At village level, the conirgl remained in social
relations. Villagers were averted 1o modemn past pace technology and their momentum
for change was subverted by thesc modern technologies. Village life and work was
governed by trust and mutual understanding within a system of reciprocal understanding

of human interactions. This culture was fused with Buddhist thinking,

Formally processed information using budget and the punch card system was not
needed to contro} their lifeworlds. Information and contrel was inscribed in lifeworlds
understanding. These social rules of meaning were produced and reproduced in every
social interaction and relatively remained unchanged free from the domination of
Western values systems. However, these social value systems were contradicted with

the modern interpretation of efficiency.

The modernisation program for Sri Lanka was introduced following independence in
1948, As part of this modernisation programme, SOEs were cstablished following
Western values systems, bureaucracy, managemeni techniques and methods for
modernising SOEs in 8r Lanka. NCCL was instrumental to use of these ideas of
modemisaticn and change. Politicians used these SOEs to provided cmployme_nt
opportunities for their political supporters than the declared objectives of the
government's socio-cconomic development in the political manifestos. In the minds of
politicians, establishment of SOEs ceould be understood as traditional kingship rather
than vehicle for mobilising Sri Lanka for socio-economic development. Politicians were
more intercsted in political survival than actually trapsforming NCCL towards a better
organisation using information systems. Their ability to access resources and implement
and change information systems through senior management provided social

domination of employees’ ‘lifeworlds.’



303

Mand4gers used formally processed information vin modem Western based management
conirolling techniques such as budgets and the punch card system to contro! employees’
‘lifeworlds’ of which were based on tacit rules of meaning cmanated frem their sacio-
cultural contexts. Trade unions while acting as medium to protect employces’
‘lifeworlds® and helping for mabilisation of socio-cconomic development were provided

access to exercise of the kingship for politicians.

Within these considerations, it is argued that, the rational planning model of the
govemment imported from the Western countries were failed within state control model
of socio-economic development of Sri Lanka because they were not intcgrated with the
needs of broad socio-economic and political circumstances of local communities.
Consequently, information systems development within the state control model of
socic-economic developrent, which followed these conceyts, did not inciude the social
contexts of Sri Lanka. As a consequence, information systems development and practice

did not assist to transform NCCL towards a better organisation.

7.1.4 Episode 4: Wang Computerised Systems for Management Accountability

In the episode 4, information systems development and practice at NCCL followed a
mexicet-based approach under the open economic policies introduced by the right
cer:t'red political party that formed the government in 1977. The government assumed
that the introduction of market principles would create competitive scrvices and
operations for NCCL, The belicf of this ideology was that NCCL should be financed
partly by the internally generated funds to impreve the political and management

accountability of NCCL.
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In this new approach, senior management developed and implemented management
budget in which information was considercd as the currency 1o be aided in decision
making te improve the efficiency and effectiveness on which a new market system for
NCCL was to be developed. Senior management considered that information
technology and computerised information systems as means {technigues and strategies)

to be used to solve their problems.

In Habermas terms, senior management employed information tecﬁnology and
information systems as steering media at NCCL to achieve the purposive rational
ohjectives of the government. [t is argued that the senior management introduced
market principles through information technology and information systems
fundamentally to change the NCCL’s socic-culture and to improve efficiency and

effectiveness,

The information systems were introduced in a context of financial crisis of the
‘government and thus limited public spending and reduced money from the public
Treasury to NCCL, The Chairman took a decision 1o develop computerised information
systems to provide better and accurate information for decision making. The
computerisation project was introduced in line with the objectives of the government
and it reinforced and strengthened instrumental and strategic approaches to management
of NCCL. Senior management legitimised the introduction of information systems in
line with improving efficiency and effectiveness of NCCL and assumed that they could
fulfil the political and management accountability to the public through the

representatives of parliament,
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The Chairman taken a strong force with numerous resources for decision making which
should have sufficient te change NCCL through computerised information systems and
thereby to transtorm NCCL towards an efficient and effective organisation. If the
computerised information systems development  were successful, then NCCL
management would believe that by using computerised information systems they werg
doing well in their jobs and govemment's open economic pelicics werc represented in
information systems to aim at efficiency and effectiveness. However, computerised
information systems was not sueceeded and constrained by various socio-cultural,

economic and political factors.

NCCL followed an ad-hoc approach to develop computerised information systems.
Developers {both internal and externa!) did not include value choices of information
systems users and other affected parties as design ideals. Rather the informatien systems
development reflected only the interest of senior management to fulfil the demands of

the government's Ministers.

Developers followed purely technical and instrumental approaches in design and
development considering users and other beneficiaries as empty vessels to be
manipulated by systems developers. Thus by employing instrumental approaches to
design and develop information systems, they objectified ‘lifewerlds’ of employees at
NCCL. They did not allow uscrs and other affected partics to critically reflect and
rationally include their value choices as design ideals in information systems. This |
approach is antithetical to the historieally established socio-cultural and value systems

of employees at NCCL.
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The new informaticn systems introduced new languree, rules, procedures, schedules,
work and shifls arrangements, recording and reporting transcctions and so on for work.
Employecs opposcd the intraduction of information system drawing meaning from their
sacial cnmt:::;l. The senior managcmcnt wsed efficicney following scientific and
technical rules for predicting and controlling the employees’ behaviour and NCCL
operations. They were contradicted with the ways employees interpreted efficiency
drawing meaning from their social context. As interpreied by employees, efficiency ls)
dependent on whole series of human decisions and judgements for which rules were
tacit and located in the lived experience and histerical contexts of employees. In such an
environment human inietactions are socially interpreted because social reality is
historically censtructed. In such an environment, these staff members were opposed to
translate their human intentions and actions o improve ei"lﬁiciency in a way it was

interpreted and used by the senior management,

Employees opposed the computerised information systems through unions because

these systems threatencd and clashed with their historically cstablished socio-cultural

values. Employees saw the introduction of information systems to change their political
and economic climate in which NCCL operates, The adoption of a information systems

approach significantly affected and shaped employees’ work and life within NCCL.

I:Culturally and cthnocentrically they were sceptical to the modem Western
tcchﬁo]ngy and subverted to the formal control via computerised information
_systems, They interpreted that the modern information technology degraded their
personal é’gmmunication. They interpreted that the new computerised information

systems would control their workiﬁg culture and worsen their already living and
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economic conditions. They questioned the validity claims of the systems
development and implementation. They instead, wanted management to consider
their lifewarlds in sysiems development and Jegitimised the system development by
their participation. They wanted management to inlegrate their *lifeworlds’ concerns
with the design and devetopment of computerised information systems. [n other
words users, employces wanied systems developers to use communicative actions 1o

integrate their tacit knowledge in information systems development.

Most problems in information systems development appeared at NCCL were related to
lack of fit between the expectations of senior management and the rest of the
employees. From these perspective it can be argned that NCCL management used
computerised information systems for the benefit of them rather than benefiting it to 2
larger stakeholder group., The information systems development constituted force of
power by senior management and information technology staffs, It did not incorporate
value choices of other people, which is the rationale for the information system apd
provide the legitimation for its implementation as it provides opportunitie::lilfor

reflectively understanding the objectives of information systems development.

Information systems developers and senior managers did not understand resistance of
employees to computerised information systems, The resistance was linked up with
their socio-cultural and economic contexts, It is argued that computerised infermation
systems a3 steering media did not integrate tacit knowledge stemmed from the systems

beneficiaries such:-\-l_;? employees® ‘lifeworlds in such a way to make mL{_tual
. S S

understanding, negotiation and relationship possible.

i
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Habermas insists that the ipnorance of traditions, the manipulation of worldviews and
the forced social change all combine 1o distort “the communicative structures” znd
“epo-securing” structures upon which mass Joyalty and generalised motivation of the
people depend, Within this interpretation, it is argued that information syslems
development at NCCL did not represent knowledpze from wider participants and were
not guided by the interests of their views other than the interests of some politicians and
senior management. Using Habermas terms, it can be argued those information systems

as steering media did not socially integrate the needs of ‘lifeworlds.’

The management used infonmation systems as means without resolving the cbjectives
(ends) of information systema devclopment whose were problematic to many employees
at NCCL. Senior management and systems devclopers considered that ends of

“information systems development were neutral and therefore value free.

Practical problems such as employee resistance were interpreted as unimportant and not
the concerns of the scnior management. The management responded resistance using
covert strategic actions such as offering high salaries and promising additional benefits
for employees rather than understanding the actual meaning of resistnncel__;;f‘rom the

. Il
setnantic dimensions.

According to Habermas, management cmployed irrational and repressive forces in
information systems development. Using Habermas's terms, thi;' irrational and
repressive impact of “rationalisation™ and “development” can be explained as a new
form of ideology — “technocratic consciousness”.  Therefore, it can be concluded that
the computerised information systems contained constitutional character of stecring
media. According to Habermas, information systems dewvzlopment distorted ethically

loaded images of the good life aud dominated employecs’ everyday communieation and
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‘tifeworlds.” The effect of this dgmiﬁation is the high level of anomic and alicnation at

NCCL employees,

The NCCL history revealed that the focus of information systems development and
practice {in this episode, computerised information systems for accurate information of
political and management accountability) based on the reasoning of human actions
arising from the Western positivist ways of thinking, The application of positivist ways
of thinking in information systems development seemed problematic in other countries,
particularly in a developing country such as Sri Lanka, where the reasoning of human

actions arising from particular social context and reality of (hat country.

1t can be summariscd that the market-based model within open economic policies of Sti
Lanka used the imported positivist approach in information systems development and
practice at NCCL to gain chjective power over the self-understanding of sacio-cultural
tifeworlds. Accerding to Habermas, this positivist thinking in information systems

develiopment rendered inert the frame of reference nf interaction in ordinary lnguage.

NCCL management ignored the social context in which information systems
development was functioned. Senior management by assuming that infermation systems
development could be objectively carried out, employees’ ‘lifeworlds were viewed as
cybernetic control systems within NCCL, relying upon the information systems as the

control mechanisms.

In other words, alternative ways of perceiving the value of technical innovation, often
manifested in the deployment of information technologies in the social context of Sd

Lanka, were larpely ignored and tended to be ipnored as unimportant. Thus the process
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of informatien systems development separated the process of generating knowledge

from the practical application of that knowledge.

In other words, NCCL management ignored the use of commuonicative rationality in
information systéms development as a system of reasoning arising from particular
historical experience and related to socio-cultural lifeworlds of Sri Lanka, As dcscribcd.
in chapter six, there were numerous <:.amples where the use of positivist approach ii:. 3i

information systems development was challenged by the social context of NCCL.

In spite of the many calls for a new organisation and new forms of work through
efficiency and effectiveness, the passibility of transforming NCCL remained severely
constrained by socio-cultural, economic and political constraints in Sr Lanka. In its
history of NCCL., attempts to change NCCL towards a better organisation have focused
on reengineering, downsizing, employing hieratical control, and operating efficiency
rather than reinventing new form of organisation through the devclopment. of
information systems using communicative actions. The pervasive use of information
systems was further aggravated by poor infrastructure facilitics available within Sn

Lanka.

Politicians on the other hand used information systems to preserve their political whims
and fancies. They were interested more on political survivals than the aetual
transformation of NCCL, Trade unions acting as a medium between employees and
management struggled to protect employees® *lifeworlds’ were also provided to aceess
to exercise of kingship for politicians, Scnior management used rigid burcaucratic

approaches to control work. The traditional burcaucratic ways of organising work and



control were repacked by information technology, Information technolegy and
information systems used as instruments (steering mediy) to control and dominate over

- their lifeworlds rather than using it in an innovative way 1o organise and control werk.

The use of rigid bureaucracy, power and domination of both politicians and senior
management together with their instrumental and strategic approaches, poor
infrastructure, and lack of experience hampered to cffectively take place systems
development activities at NCCL. For the NCCL to be transformed into a better
orpanisation using information systems required a range of remedies. These included
breaking of rigid bureaveratic: ideclogy, changing of instrumental and covert strategic
approaches, elimination of political domination, provision of a better infrastructure
with adequate training, and use of communicative action to critically reflect and
rationally include value choices of a wider membership at NCCL_ However, this did

not happen at NCCL.

Mere importantly, as previously been asserted, information systems development at
NCCL was not cpened to a wider community to critically reflect and rationally
include their idenls as deign objectives in information systems development. NCCL
adopted non-reflective positivist approach in information systems development and
practice. As pointed our by Flood (1991, p. 305) this “non-reflective pasitivist
position is epistemologically untcﬁable“. As a result many information systems
development projects were abandoned and some were marginally benefited for
NCCL to become an effective organisation, Thus the marker-based model with open

cconomic policies did not help the govemment to transfer NCCL becoming an
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efficient and cffective orgmanisation through the development of computeriscd

information systcms.

7.1.5 Episode 5: Computerised Preventive Maintenance Information System for

Management Accountability

In episode 5, information systems development and practice at NCCL resulted from the
open economic policies of the povernment, as was the case in episode 4. The objective
of limiting government funding forced NCCL to partly gencrate necessary funds
internally. ‘The improvement of factory maintenance was central to this political
objective. NCCL manag{:mé'ﬁl initiated development of 2 computerised preventive
maintenance information system for the factory maintenance in an attempt to realise the
government objective of limiting funds. NCCL management, by developing such an
information system, assumed that it would fulfil the political and management
accountability towards the public through parliament, Therefore, it can be argued that
the senior management introduced market principles through computerised preventive
maintenance information systems (both technology ang information systems) to change

NCCL organisational culture by improving cfficiency and effectiveness.

The computerised preventive maintenance information systems was aimed at
monitoring breakdowns of plants and machineties and taking corrective actions to
effectively control production targets and employee-shifts, The senior management
introduced information systems in a context of financial ¢risis of the government as
means to obtzin accurate and objective information for decision making about the
plant maintenance to predict and control the behaviour of employees at the factory.

Senior management legitimised the introduction of computerised preventive
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maintcnance information systems in line with improving the efficiency and
ctfectiveness of NCCL. In Habermas terms, the proposed computerised preventive
maintenance information systems was cffectively a steering medium to control the

factory plants and machineries and the behaviour of employees.

Scnior management employed information technology personnel in the factory to
develop the computerised preventive maintenance information systems. If it were
successful, the senior management would have believed that the information systems
reflected government’s  objectives and market principles and NCCL  was
characterised as an efficient and effective organisation in the public sector. However,
this did not happen and the development of computerised preventive maintenance
information systems was thwarted by socio-cultural, eccnomic and politicgi

atmosphere of NCCL.

Initially, maintenance engineers, being users, wecre opposed the proposed
computerised proventive maintenance information systems development. Engineers
viewed the computerised preventive maintenance information systems as a threat ta
their already established engineering culture within NCCL. They feared that their
jobs would be taken by information technology personnel and by implication their
professional recognition. They intcrpreted thal the senior management used
information technology and information systems to control professional people and
their perceived engineering culture.  They interpreted that the computerised
preventive maintenance information systems as a new controlling too] emanated
!;.Iimm the reforms of the povernment. Enginecrs opposed the control of their work via

computerised information systems because they thought their jobs would become

more transparent when formally processed information were available in the hands of
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senior management and thus casy for them to control engineers’ work in the factory.
Engineers assumed that they would be more disadvantaged as there was no formal

method of evaluating their performance.

The senior management pushed the computerisation works by using covert strategic
actions such as increasing salaries of information technology people to get computerised
preventive maintenance information systems into their hands. System analysts
employed instrumental approach in systems development assuming user employees as
passive objects to be manipulated by using the power of expert knowledge. The system
analyst would have belicved that the information systems development was neutral and
therefore value free. He assumed that the users would not question his role of
involvement as a developer of computerised preventive maintenance information
systems because he belicved that his analytical knowledme was supetior to the
knowledge of user cmployees regarding the maintenance work. The system analyst
sought to obtain co-operation of engineers using the authoritative power of senior

menagers and his expert knowledge.

Following Habermas’s theories, it can be argued that both the senior management and
the information technology personnel employed their power and irrationality in the

development of computerised preventive maintenance information systems.

Bath engineers and other employees questioned the truth, legitimacy, and sincerity of
computerised preventive maintenance information systems, They questicned the hidden
apendas of information systems devclopment by senior management through systems
analysts. Employees opposed the maintenance system through their party unions while

engincers supported cmployees to defeat the management initiatives following the
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povemnment objectives to control their work. The computerised preventive
maintcnance information systems development wes failed beeause engincers and other

employees were strongly opposed to it.

Maintenance engincers opposed the development of computerised preventive
maintenance information systems because the senior management did not consult them,
instead information technology personnel. They thought they ignored and degraded by
the senior management. As a result, they refused to their right to participate in giving
information for the systems analyst to develop the computerised preventive mainienance

information syslems nitiated by the senior management.

Maintenance enginee's guestioned not only the legitimacy of information system but
doing systems apalyst of enginsers’ work (professionalism of infermation technology
personnel). Engineers belicved that the systems analyst lacked knowledge about the
factory maintenance activities, Instead, engineers wanted to legitimise the computerised
preventive maintenance information systems development by their participation. They
wanted to remain the control of computerised preventive maintenance information .

systems in their hands.

After the failure of the computerised preventive maintenance inforrmation systems, the
senfor management responded 1o engincers’ resistance by way of giving training for
both the senior maintenance cngineer and the information technology personnel at an

cutside orpanisation. The iraining was aimed st demonstrating a sofiware package for

. maintenance work to be used at NCCL's factory. During the training, these personnel

understood thal the demonstrated system did not help NCCL's requirements and agreed

to develop a system in-house. These members developed more loyalty to each other as
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time went on. The same process aceurred during the design and development stage. In
Habermas's torms, these team members were empleyed their intersubjective knowledge

ir information systems development.

Engincers supported systems analyst to design and dcvclolp maintenance system when
their involvement and participation were recognised by the senior management. Both
information technology personnel and engineers employed shared knowledge to
develop information systems. The development of computerised preventive
maintenance information systems was legitimised by engincers who supported to
develop it. Scen in this light, it can be argucd that cotnputerised preventive maintenance
information systems, as steering media did not colonise the ‘lifeworlds’ of engineers

who supported to develop the system by way of including their needs in the system.

Using Habermas's interpretation, it can be concluded that the steering media foltowed
the demands of maintenance engineers who participated in the design and development
of computerised preventive maintenance information systems. According to Habermas,
the development of computerised preventive maintenance information systems followed

communicative action.

However, a question remained “did the developed information system by information
technology personnel and maintenance engineers benefit of the rest of the employees,
including engineers who did not participate the desipn and development of
computerised preventive maintenance information systems?' In other words, how do
we know whethcr the computerised preventive maintenance information systemn was
used as a servi.cc for all the employees at NCCL? This questien raises moral issues of

information systems development (Klein & Hirschiheim, 1996): whether the information
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systems development was included the real and genuine social needs and value choices
of employees emanated from the society? Or whether the development of computerised
preventive maintenance information systems was fused with technocratic, scientific,
rational and burcaucratic ideals of both the systems analyst and engincers who

participated and developed the system?

This situation can be understood by rc_‘f\'grring‘rt:o the resistance of cmployees, The
development of computerised prcvcntive..i.ﬁéi;:‘;i..:{'l;ncc information systems was naot
widely opencd to include value choices of other :j;tlakcholdcrs such as employees and
other enpineers who did not support the development of computerised preventive
maintenance informaticn systems. The development of information systems by allowing
only of few people to participate doesn’t mean that the information systems scerve the
wider interests of alt the employees. It doesn’t mean that the development of
information systems is neuvtral and value free and it does not disturb the symbolically

established social structures in organisations,

The effect of computerised preventive inaintensnce information systems was that it
shaped and influenced the employees® ‘lifeworids’ leading to withdrawal of their
motivation to work and increased cxpression of -alienation. In this understanding of
employees’ resistance, it can be argued that the development of computerised
preventive maintenance information systems reinforced the power of maintenance

engineers within NCCL.

It was fused by engineers’ culture which was framed by the highly institutionalised
scientific and bureaucratic ideals of which engineers were understood as their own

culture and rational. They were blinded and objectified by Western scicntifically
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rational and bureaucratic ideals from the inception of NCCL. They understood these
ideals as rationn] approaches to munagement and control of work, They understood
these unreflective rational appreaches as their own normative structures. They
employed the same ideals in the design and development of computerised preventive
maintenance information systems as the design ideals of their own and as legitimised
and rational,  In this light, following Habermas, it can be argued that the information
systems development represented irrational and repressive forces of management to

control employees’ life within NCCL.

According to Habermas, the information systems development protected the engineers’
seientific and bureaucratic culture and rationalised work procedures while maintaining

power of engineers over the production employees and activities within the factory,

Initially, maintenance engincers were opposed to the project because they were not
included in the design and development phases, not because they didn't like the
computerised preventive maintenance information systems. What they didn't like was
the development of the computerised preventive maintenance information systems by
informaticn technology personnel for their use alone. They wanted to protect their
perceived scientific and burcaveratic culture, often perceived as rational and legitimised,

to control work and employees.

Employces opposed the engineers' formal, scientifically rational conirol approaches
long before the introduction of compuierised information systems and they interpreted
that the new computerised preventive maintenance information systems would threaten
more on their lifeworlds within the factory. Henee, it can be arpued that the system

analyst and enpineers devcloped computerised preventive maintenance information
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systems to serve the interest of themselves and the government, rather than the cemmon
interests of all the employees at NCCL. The maintenence system dominated and
objectified the ‘lifeworlds’ of these employecs because they were nol allowed to
critically self-understand the effects of the control of their work using information

systems.

The new information systems did not cnhance the social integration because,
information systems as steering media did not design foliowing the nceds of employees’
socio-cultural ‘lifeworlds.’ In Habermas terms, NCCL manapgement did no use
copnnunicative actions in the developmeni of computerised preventive maintenance
information sysiems. Rather computerised preventive maintenance informatien systems
as a new controlling device reinforced contre! and surveillance of workforce leading to

an organisational “iron cage”(Weber, 1947) with increased alienation and anomie.

Morcover, information systems development at NCCL was lirked to highly
institutionalised and politically manipulated domination of politicians. The politicians
were effective in manipulation for achieving their politically motivated interests than
the development of NCCL using information systemz. They used trade unions as a base
to achieve political power and advancement. They wanted trade union multiplicity to
serve their leadership interests (Jayasekara, 1.05.2001 Daily news). The domination of
politicians, institutionalised scientific and rational bureaucracy, instﬁllmental and
technical approach of systems analyst all topether disturbed the mudernisa::llion profram
of NCCL using computerised information systems, NCCL m!.':.'l‘)i'ed nen-reflective

positivist approach in information systems development.
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The information systems development did not adequately address and integraie the
issues arose from employees’ socio-cultural value systems and cconomic conditions.
The application of technology did not address social needs that were recopnised as

legitimised by employees.

. . ||-.l .
As 0 result, as & whole, information systems development was failed st NCCL.

. i
+ Tharefore, NCCL was not benefited from the computerised information systems and

could not chafige towards an efficient and effective organisation using information
technology and information systems development under the open economic policies of
the government. Rather, MCCL experienced financial crisis internally unable te support

its activitics.

7.1.6 Episode G:Computerised Time and Attendance Information System after

Privatlsation of NCCL

Episode 6 begins with the change of ownership of NCCL following the privatisation of

SOEs introduced in 1977 within the open economic policies of the government. In

' 1993, 90% of NCCL’s shares were sold to Yawakkal, an Indian businessman, with a

strong resistance of employees and the general public. The government legitimised and
rationalised the privatisatien of NCCL in line with improving the production capacities

through modemn machines and information technology.

Consequently, Yawakkal management introduced various changes after the tnkeaver of
NCCL. One of these changes was computerised time and attendance information
systems aimed at increasing production through controlling employees® attendance and

shifts in the factory, It can be argued that Yawakkal management introduced the
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computerised time und attendance information systems o change the socio-culture of

NCCL.

Yawakkal management iegitimised the computerised time and attendance information
systems under the heading of efficiency. Information technology and information
systems were seen as means {techniques and strategies} to contral and disciptine the
employees in the f'act_._c.'ry. [nformation was secn as an instrument to aid decisi_-fjh-».making:_ },’

Information iechnology and information systems were introduccd:-gto gai;} objective
power about the performance of employce behaviour and NCCL performance. In
Ha;bennns terms, computerised time and attendance inforation systems was a steering
media to be used to steer NCCL for realising Yawakkal’s objeclives of making short
term profits. However, the computerised time and attendance information systems
created much dissension in part of employees in the factory.

Yawakkal believed that the high overtime cost paid to emp]oye::s; irrcgu]arity of their
attendance, informal amangements in production shifis, low commitment of employees,
“their everyday social and cultural events causeg low production and increased cost of

&

production resulting low profits. y
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As a result, utilising eg'F's";iﬁﬁc«?ﬁ’_._.pfd&iﬂclively turned to his close attention, Yaivakkal
re-established production control using shifts expressed through budgets. He wanted to
change employees’ behaviour and discipline within factory through the computerised
information systems. Yawakkal sirategically used the Jocal managers to push ahead with

the computerised time and attendance information systems by increasing their salaries

and leaving confidential. Rather than understonding and addressing the apparently
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peculiar practical problems of employces, and their sacio-cultural values and
Yifeworlds” (hreugh informatien systems development, Yawakkal concentrated on
achieving proper contrel of production through control of employces® attendance and

p-ruductiun shifis.

The Barcode Automation Lanka Limited (BALL) was selected to purchase software and
hardware for the computerised time and attendance information systems. NCCL senior
managers belicved that the Iack of experience of the consultant from BALL caused to
the failure of the time and attendance system, However, the employees opposed the
computerised time and attendance information systems because it appeared to threaten
their socio-cultural values and lifeworlds, They questioned Indian management’s
instrumental and covert strategic actions. In Habermas’s explanation, cmployees
questioned the legilimacy and of the introduction of computerised time and attendance

information systems to control their social life within NCCL.

Employees opposed the system because the new management introduced formally
defined shifts instead of previously used informally arranged ad-hoc shifis, They
realised that they ¢ould not earn more income through informally arranged work shifts.
They realised that they could not fulfil their social and cultural obligations and vse their
everyday lifc within the factory. They interpreted that the computerised time and
attendance information systems as a new controlling system introduced by Yawakkal
management to contrel their day-lo-day life within the faclory following the open

economic policies introduced by the government.

Employees interpreted the computerised time and atiendance information systems as a

system of domination aimed at social control of their values and ‘lifeworlds.
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Employees' cultural relativism and ethnocentric attitedes  appeared  against  the
technelogical domination of their everyday hives. They interpreted the computerised
time and alendunce information systems as an improved controlling syslem {i.e.
steering medium) of the previously introduced punch card system. [nstead of supporting
the computerisation projeet, they apposed the project through their unjons. They did not
seek the support from the politicians, as they knew that the ownership of NCCL
remained with the Yawakkal management. They did nol want to close the factory using

computerised time and attendance information systems development as a major reason,

The employees realised that the closure of the factory affected their factory income, thus
rendering then incapable of maintaining their family’s living. What they wanted, was to
stop Yawakkal management actions and to use manuval system for recording their

attendance and use such information for arranging their shifis in the factory.

Before privatising NCCL, employees were relatively free in orpanising their work as a
family. In fact, employees controlled their shifis. They understood each other and their
problems. They helped each other working in the shifis with informal amangements,
Some production managers tacitly employed employees’ socio-culture and *lifeworlds
within budgets to achieve industrial peace because employees were opposed to any
formally controlied information systems. This can be understood by referring back to
the previously analysed episodes, The resistance towards formal control of works

through computerised information systems was stemmed from their traditional culture,

Within village employees were informally contrnlled, Employces were inherited from a
culture where authority and control were largely inseparable. Control was stamped and

inscribed in their enlture within weil-understood social structures. They worked as a
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family. They used participatory approaches in solving their problems. In Habermas's
terms ihese sociciies expericnce crisis when external control overloads their social and
svmbolic structures and  undermined  their identities. In Habermass  terms,
communication was laken place reciprocally within this well-cstablished traditional

societies or simply socio-cultural systems,

The information systems development under the Yawakkal management failed because
the consultant from the BALL adopted instrumental approach in developing the system.
He did not understand resistance in their meaning or semantic dimensions. He worked
with the intemal systems analyst to translate the objective of Yawakkal through
technicaily developed information systems, often borrowed from the Western countries,
which was incompatible with the demands of the employees® socio-cultural lifeworlds,
Employees were considered as passive objects to be manipulated by both Yawakkal and
experts knowledge. Employces” knowledge was categorically excluded from the
development of computerised time and attendance information systems. In Habermas's

terms steering media did not follow the needs of empioyees’ lifeworlds.

Yawakkel management promised additional benefits for employees from the
computerised time and attendance information systems through systems analyst and
pushed ahead with the project from the support from the senior managers. However,
employees ignored the promises of the senfor management and continued to work
according to the way they were used to work on shifis, The instrumental and technical
approach used by both external consultant and internal systems analyst in infermation
systems development did not support the social integration because these experts
overlooked an inclusion of socio-cultural lifeworlds of employees. They did not

understand the constitutive politi=< involve in information systems development. These
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experts could pot legilimise and rationalise information sysltems as a strategy io
maintain compliance and sacial cohesion in social systems because information syslems
were not legitimised using reasons of employees. Developers did not follow the tacit
rules of meaning emanated from employees’ resistance in developing computerised time
and attendance information systems, Therefore, according to Habermas, compulterised
time¢ and altendance information systems included constitutive characters of

colonisation of lifeworlds.

Employees followed tacitly accepted set of rules stemming from their socio-culture to

orgenise shifts with the negotiation of some production managers in the factory. Thelle

tacit rules werc operated within employces’ socio-cultural lifeworlds. This approach to™
work was different from the formally imroduced shifts and the shift arrangement
through the employment of computerised information systems. The intraduction of
computerised time and attendance information systems appeared to degrade the
infbrfnally operated social structures (often symbolic) of employees and communication

with managers.

Experts did not understand this social grammar which was produced and reproduced in
every employee interaction. They did not learn lessons from the previously failed
information systems to develop the computerised time and attendance information
gystems. Rather, information systems continue to be developed within an environment
bound by the social contexts. Thus information systems development was devoeid of the

social reality of NCCL and followed the non-refiective positivist approach.

The computersed time and attendance information systems dcvcldﬁ;qent was not

Ly

represented by collective value choices of all the emp]uyéés as collective id.éﬁltity within
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NCCL. As n result, experts were unable to change the uttitude of employces to use the
computerised time and attendanee information systems. Rather the experts’ power
suppressed employees and their ‘lifeworlds’ with increased expression of alienation.
Computerised time and attendance information systems were developed to fulfil the
interest of Yawakkal. In this way, information systems development at NOCL reflected

the market principles and modermisation reforms of the government.

Yawakkal management was inflamed by political crises that Jinked 1o broad economic
issues of NCCL and employees themseclves. Employees opposed Yawakkal
management focusing on their high expenditure and mismanagement of NCCL affairs.
NCCL was heavily debt burden after the priverisation, As a result of a dispute between
Yawakkal and foreign investors whom he brought in, he was charged with the breach of
agree.rnent. Yawakkal management’s affairs were criticised by the public through
members in the parliament. The government had intervened for reselling of NCCL to a
new buyer after the problems that the NCCL had experienced after the takeover of

Yawakkal.

The above discussion suggesis that the information systems development is not free
from the interaction of broad issues of sub-systems of socio-culture, cconomic and
political contexts operating within a country as explained by Habermas. Inabilily to
. fulfil the responsibility of one sub-system creates problems in other systems according
to Habermas. In other words political and adniinislrative systems need to steer socio-
cultural sub-system in a way commensurate with the needs of ‘lifeworlds’ in those

socio-cultural sub-systerns,
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In this episede, Habermas’s arguments were cleatly evidenced, The government
privatised NCCL as part of the open econamic policy introduced in 1977 which was
aimed at socio-economic development of Sri Lanka. NCCL was privatised in a context
of financial crisis of the government. The government used the money earned from
NCCL's selling to bridge the nnnual budget deficits on the advice of the World Bank. In
privatising NCCL, the povernment considercd only the economic aspects and ignored
the political and social considerations of the employees (Kelepama, 1997). [n other
words, the government directly allowed Yawakkal to operatc as an cntrepreneur in an
open market following the market principles and economic rationality in which NCCL’:'j

was to be transformed towards an efficient and cffective organisation.

The new ownership, Yawakkal being an individual partner, sought short-term profits at
the expense of employees, customers and NCCL iiself. He manipuiated some
govemnment ministers to buy NCCL. After the purchase, he strategically used NCCL
resources to pay the govemnment money, which was considered as illegal by the
procedures stipulated for privatising of SOEs. He increased the prices of Cement
hardening customers. He sold some shares to foreign investors at higher prices. He
employed information lechnology and information systems together with other covert
strategies as means to realise his self-interest by controlling employees' behaviour at

NCCL.

The NCCL experienced financial crisis and unable partly to fulfil its obligation such as
meeting the demands of erﬁployees and customers. Employees were expericnced severe
hardships under the Yawakkal management, Steering media were insufficiently linked
with the cultural values and lifeworlds of employees at NCCL. The instrumental and

strategic actions of Yawakkal management created ceaflicts and dissatisfaction among
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NCCL cmployees including senior management and customers. Information systems
continued to erode and objectificd cmployees’ cultural values in the efforts of

modemisation program introduced by the government through information technology.

" Fmployees” unrcst protested against Yawakkal management through unions, which
resulted calling for the government reintervention of NCCL affairs. The result of the
reintervention of the government was that NCCL transferred to a multinational
Company. The whole effort of the govemment modernisation program through
information technology at NCCL was failed due to uncoupling of value choices of
wider stakeholders in information systems development. This points out the need of
articulation of tacit knowledge of wider stakeholders and inclusion of this knowledge in

the development of information systems to reflect the social reality of NCCL.

7.7 Episode 7: Implementation of Computerised Time asnd Attendance

Information System

The episode 7 begins after Goldenbank, a Multinational Company, purchased NCCL in
1996, The Company is considered as being one of both high-tech and information
technology solutions users in the cement industry all over the world. After the
acquisition, Goldenbank transferred a series of management techniques, methods, and
experts’ knowledpe "an;__*\ __jnfnrmation technelogy and information systems to NCCL as

steering media.

These steering media were emanated ‘from the stratepic management and corporate
culture of Goldenbank. The integration of NCCL to Geldenbank’s global network of
Cement through inforrnation technology was central to its strategy and success.

Following Habermas, it cai be argued that Goldenbank introduced information
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technolopgy and information systems to change the socio-culture and to improver the
operating performance of scrvices and cfficiency by way of reducing operational costs

of NCCL in line with the privatisation of SOEs introduced by Sri Lankan government.

NCCL was sold to Goldenbank when there was competition for Cement in Sri Lanka. Jt
was sold during a pericd of unsolved steering preblems of previous management, i.c.
employees werc objectified using unrealistic bureaucratic, scientific and technicel
approaches of management. Indeed, the selling was related to financial crisis of the
government, Goldenbank considered information as corporate resource to be used to

frain competitive advantage over other cement company's competition.

Informatipn technology and information systems were emplioyed as means of
techniques and strategies to process that information, The management assumed to gain
objective view about employees and overall performance of NCCL by employing
tesources and authority to make decisions through information sysiems. According to
Habermas, this thinking is largely attributed to the understanding of scientific and

technical improvement of management in the positivist idenlogy. These scientific and

" technical improvements were reflected in independently carried out information systems

development prejects at NCCL.

In the late 1996, Goldenbank reintroduced the previously delayed (cluriﬁg Yawakkal
period) computerised time and attendance information systems with a new shift-plan.
Like Yawnokkal, Goldenbank assumed employees® way of life; their irregular
attendance, absenteeism, unplanned leave, social and cultural ceremonies, and informal
shifis arrangement disturbed the organisation of factory shifls and thus realising its

rational objectives of profitc.
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The new shift-plan included work of 12 hours per shift for four days continuously
instead of previously employed eipht hours per shift. The new shifts systems were
scheduled to implement with a mininuim number of employees running cach shifl, [t
can be argued that Goldenbank introduced information systems for both rationalisation

of work and cost displacement (scc Davis, 1992).

Management legitimised the introduction of new shifi-plan through the redesigned of
computerised time and attendance information systems in line with improving
production targets to improve the efficiency and cffectivencss at NCCL. Goldenbank
management thought that the introduction of computerised time and sttendance
information systems would help to discipline employees in shifts and thereby increase

production targets to achieve their rational objectives, i

Employees perceived that Goldenbank management had introduced a new social order
to control their work within factory. They understood computerised time and
attendance information systems as an improved menagement technique to control their
work and life within factory. The computerised time and attendance informadson
systems influenced the way cmployees interpreted management style. The auvtocratic
- style of Goldenbank management and their technological modernisation were opposed

by NCCL trade unions,

Employees opposcd both the new shift-plan and the implementation of it through the
computcrised time and aitendance information systems, The new shifi-plan included the
hidden agendas of Goldenbank management of tunning production shifis with a

minimum number of employees and removing excess employecs. In Habermas®s words,
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Goldenbank munagement employed coverl strategic actions in computerised lime and

nttendance information systems to realise its rational objectives,

Employees opposed the new shift-plan and the computerised time and attendance
information systems due to an objectification of their lifeworlds. Employees perceived
that the cornputerised time and attendance infonnation systems significantly affected to
further erode their lifeworlds and living conditions of their families. .Thcy realised that
their traditionally ¢stablished working culture was being challenged and replaced by the
domination of computerised time and attendancc information systems. They wanted,
instead, participation in the process of decision making regarding the new shift-plan and

its implementation through the computerised time and attendance information systems.

Employces employed their shared acts in everyday communication within NCCL.
According to Habermas, the sanity, well-being, and the very identity of each individual
ultimately depends on shared, or at least, reciprocally communicable, self-
understanding, upen “epo-defining structures”, that join up individuals inner worlds in

such a way as to make mutual understanding, negotiation and relaticnship possible.
| Goldenbank management did not understand this mutually operated everyday acts and
interactions of NCCL employees. They did not understand the meaning of employees’
resistance fo, the proposed changes through the computerised time and attendance
information systems.

j

As previously been asscrted, traditionally, within villages, employees \;«f;zre free from
rational and objective controls of modern organisations. They opposed fermal contfol

via information systems. They believed that the new computerised time and attendance

information systems disturb their everyday life within the factory. These lived
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experiences of employees encouraped their spiritual freedom because they were
reciprocnily understood in villages within a system governed by trust relationships, This
communicative structure remeined unchanged over centuries  within  villages.
Goldenbank management did not understand this socia! context which remained

unchanged in Sri Lanka’s society.

Employecs opposed the computerised time and attendance information systems becausc,
senior management introduced new norms and procedures for work through
computerised time and attendance information systems. These new norms and
procedures were clashed with their socio-cultural value systems. They found it difficult
to fulfil their social and cultural obligations. They found they could not socialise their

life with the rest of the people.

The computerised time and attendance information systems affected to breakdown of
collective decision making. They believed that the computerised time and atiendance
information systems keep away from the interaction with the management. They
believed that their personal communication was degraded by the introduction of
computerised time and attendance information systems. Employees® opposition was
linked up with their poor standard of living in the villages. They opposed the
computerised time and attendance information systems, becavse it affected to further

worsen their family income and seme leading to unemployment.

Goldenbank management pushed local managers without employee participation to use
the new shift-plan together with the computerised time and attendance information
systemns system for controlling work rather than understanding and changing the new

shift-plan and the computerised time and attendance information systems. They
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interpreted employec resistance as irrational and lack of collaboration. Rather senior
management promised additional benefits such as more off-days for employees and
employees by cmploying covert strategic actions. Rather than understanding employees’
socio-culture and economic conditions and their peculiar practical problems within

factory, they strategically removed unproductive employees offering compensation,
b

‘Goldenbank did not address the issues of protecting the older employees within
information systems development. The older employees were saen as unproductive and
incapable work force, Geldenbank management overlooked understanding the social
prf:)bletns such as the poverty problems of Sri Lanka. Rather than improving the quality
of employees” living standards using information systems, it added a social cost to the

society resulting unemployment,

Following Habermas’s thinking, it can be argued that Goldenbank management
employed power illegitimately in the development of computerised time and attendance
information systems. These irrational and repressive forces of rationalisation and
development of cotaputerised time and attendance information systems embodied the
technocratic consciousness in the positivist approach, The computerised time and
attendance information systems reinforced and strengthen management power te control
and surveillance of employees in the factory. According to Habermas, information
systems served the interest of Goldenbank rather than the common interests. As a vesuit,
the computerised time and attendance information systems worsened industrial
relationship Eetween management and the employees leading to sacial instability caused

by steady crosion of standards and values (anomie) and apathy.
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The ccnsc(iuencc of the introduction of computerised lime and attendance information
systems was that it insufficiently linked with the needs of employees® ‘Jifeworlds.” The
objective of cﬁmputcriscd time and atlendance informatian systems was linked to the
ccénomic eriteria of profits. The design ideals were disintcgrated by the _\raluc choices

of employees.

"Using Habermas's terms it can be argued, Golderbank used computerised time and

attendance information systems to steer NCCL’s employees in a direction which was
not commensurable to the needs of their socio-cultural sub-system, ie. lifeworlds.
Information  systcms development comprised of constitutive characteristics of
colonisation by steering media, Goldenbank management did not change the idea of the

implenentation of the computerised time and attendance information systeis, which

* implies that ths information systems ohjectified the employees’ “lifeworlds’ and

distorted communication. The designes ideals entailed the use of namow: technical or
techriocratic images and ideals of management of work-process relationships at NCCL
to realise interests of Goldenbank. It can be c?ncludcd that power was cmbodied in the
design of computerised time and attendznce information systems relating to economic

rationality at the cxpense of eraployecs’ ‘lifeworlds’ The senior management at NCCL

. systematically attempted to gain objective power of socio-cultural ‘lifeworlds’ self-

understanding using information systems.

The design of computerised time and attendance infermation systems did not reflect the
value: choices of employees at NCCL. The developers adopted instrumental approach in
developing computcrised time and attendance information systems assuming employees

as objects to be maj.'lipulated. They used positivist approach {o develop computerised
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time and attendance information systems. This non-reflective positivist way of thinking

did not considered employees” interactions in the ordinary lunguapme.

" Employees were not allowed to criticaily reflect and self-understand management
controls introduced through computerised time an& attendance information systems
using their tacit knowledge in socio-cultural ‘lifeworlds.” These developers suppressed
employees’ knowledge grounded in their socio-cultural ‘lifeworlds’. fn other words,
they did not employ communicative actions in developing computerised time and

attendance information systems considering the socio-culture of Sti Lanka. S

-

}
i
'I'l';e systematic use of narrow instrumental and strategic actions of Goldenbank
managcfncnt ignored an inclusion of value choices of other stakehalders within
computerised time and attendance information systems. According to Habermas,
imnorance of value choices of other stakeholders denies the possibility that the
Goldenbank management receive “symbolic guidance™ from ‘lifeworlds’ via steering

media which were grounded in, and contrelled at, the level of employees’ socio-cultural

jifeworlds.

As explained in chapter six, it can be concluded that one of the reasons why information
systerns:were not successful at NCCL was the lack of integration between management
expectations and that.of employees” ‘lifeworlds.' Information systems development did
not buttress social integiation. Rather, its development endangered the social

integration,

Seen in this light, it cam be argued that the Goldenbank used computerised information

systerns to consciously control the employees® lifeworlds without being linked their
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needs to information syslems development to i1calise its objeclives. One significant
feature was that information technology used to control work than it was being used as

an eaabling technology to transform NCCL towards an cfficient erganisation,

Information technology was not used as an cnabling technelogy in which interests of
employees were met, 1t can be concluded that Goldenbank management experienced in
difficulties in transferring NCCL using computerised information systems because of
the lack of integration of socio-cultural ‘lifeworlds’ within information systems

development.

Integrating enployees® knowledge is not a secondary jssue or 2 side jssue - mobilising
employees’ views and having their socio-cultural ‘lifeworlds’ in development of
information systems. According to Habermas, this lack of integration of employees’
lifeworlds within information systems development can be firmly tied to the counter-
factual ideals of a reconstructed practical rationality in which reason becomes active in
politics. Information systems development is validated by human reasons. It can be
argued that information systemns development were successful if emplayees were given
oppertunities to have their voices amplified and to include their value cholces in

systems development.

7.1.8 Episode 8 Computerised Work-Order Information Systems for Factory

Maintenance
o
A

In the iate 1996, Goldenbank introduced its globally u'su{[Li MAC technique for NCCL as
steering medium to improve the efficicney and the efTeE'{jvenem of the operations of
factory performance. As pari of the MAC implementation, one of the raodules, namely

work-order system required to I2velop computerised work-order information systems to
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monitor maintenance activitics of planis on a scheduled busis. As explained in chapter
six, the intepration of infermation technology and inform:ilinn systerns were central to
Goldenbank’s suceess al NCCL. [n 1997, management announced that she CWOS had
failed. Both MAC and computerised work-order information systems were abandoned
and manual systems were reintroduced, Following Habermas, it can be argued that the
management of Goldenbank intraduced both MAC and computerised work-order
information systems to change the socio-culture and to improve the performance of the

factory by way of reducing operational costs at NCCL.

The introduction of MAC and computerised work-order information systems were
ostensibly related to the control of employees® social life. Information technology and
information systems were employed as means of techniques and strategies 1o gain an
objective power of the behaviour of employees as well as performance of NCCL.
Information and objective knowledge came to play as important reles in the production
process, the organisation of work, and the everyday life of employees within the factory.
AéESrding to Habermas, this way of thinking of management is Jargely related to the
understanding of human behavieur in terms of science and technology in the positivist

ideology.

Goldenbank management spent nearly Rs. 30 million with some strong resources and
power in decision making which should be sufficient to design and implement
successful information systems. If it were successful, Goldenbank management would
have interpreted that the information systems reflected its economically rtational
objectives; profits. The government would have belicved that NCCL was doing well
using the moidern information technology introduced by Goldenbank. However, when

developing computerised work-order information systems, Goldenbank overlooked the
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social conmtext in which bath NCCL ‘and information sysiems development was

funclioned,

As explained in chapter six, MAC and computerised work-order information systems
were introduced in a context of poor performance at NCCL, By the time that MAC and

computerised work-order information systems were introduced, NCCL’s plants and

oo
[L

machines were some forty years old and had some frequent shutdowns due to
unexpected breakdowns. In this context, senior management legitimiscd the
introduction of MAC and computerised work-order information systems under the

heading of improving efficiency and cffectiveness of performance of the factory.

Employees’ umions opposed Goldenbank’s decision to implement MAC through
{_:(_)mputerised work-order information systems. They were frustrated with various
ins.n.";;ment.al and strategic actions introduced by Goldenbank afier the privatisation of
NCCL. Rather than understanding the belaviour of employees, Goldenbank
management expected 2 massive behavioural change of these empleyecs to implement
MAC and computcrised work-order information systems. Goldenbank pushed the
development of computerised work-order information systems with an expert it brought
from the parent Company in Sweden, witheut relying on the knowledge of NCCL

employees to develop it.

Goldenbank assumed those experts in the Western countries and their knowledge 1r1
information systems development was superior to locally available knowledge.
Consequently, they assumed that technically sound information systems would
transform NCCL towards an efficient and effective organisation, Using Habermas's

terms, it can be argued that Goldenbank perceived that social life of people as a
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technica! issue, its knowledge could be objectively vnderstoed and its improvement was
entrusted 1o technical experts, capable of rational decision making, Goldenbank used
instrumental and sirategic actions, both in the MAC and computerised work-order
information systems, unbalanced by communicative aclions. Employecs opposed these
steering media because tirey realised that their way of life: social life, freedom and
socio-cultural ‘lifeworlds” were highly monitored and centrolled by Goldenbank

management after the privierisation of NCCL.

Raﬁer than understanding employees’ socig-cultural *lifeworlds in which meaning for
actions for communication was supplied, Goldenbank interpreted employees’ resistance
as irrational, The resistance of employees werce considered as localised importance and
assurned that their knowledge was not important in systems development, Both senjor
management and the expert ignored the participation of user employees during the
systems development process. It can be arpued that Geldenbank used power irrationally
with associated technocratic consciousness in the design and development of

computerised work-order information systems,

Information technology and information systems were used as means assuming that
ends of systems development were agreed upon by employees at NCCL. As explained
in chapter six, major problems that employees experienced were related to the ends of
information systems development. These ends were represented the purposive
rationality of Goldenbank, often transferred from the headquarters, than the collective
interests of employces at NCCL. According to Habermas, this positivist ideology
renders inert frame of reference of interaction in ordinary lanpuage to gain objective
power over the sclf-understanding of socio-cultural lifeworlds leading to Iron Cage of

Weber (1947).
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User emplayces were opposed to computerised work-order information syslems due to
their inability to work and generate necessary management reports. Other employees
were opposed the hidden objectives (covert strategic aetions) of management: contrel of
work and their everyday life within factory through compulerised work-order
informaticn systems. According to Habermas, stcering media did not buttress the social

infegration becavse it did not integrate the needs of lifewerlds’ of employees.

Goldenbank management and experts took for granted that the NCCL project was just
another information systems devclopment prject. They assumed that the development
and implementation of computerised work-order information systems was value free
and neutral. They sought to gain cbjective truth and knowledge from the development
of computerised work-order information systems. [n this view, power dissolves truth
and the employees became the object rather than the subject of politics. Habermas, says
that social integrations is not at the disposition of the imperatives of power
augmentation. Goldenbank, perceived, infﬁrmation systems as cybernetic systems to
control the production process. According to Fabermas, they did not understand the fact
that the truth and knowledge are interwoven with political contexts and can emerge only
from freedom to dialogue and exchange. They did not understand the fact that the true
knowledgze could be found by allowing employees’ to work together and to critically
self-understand information systems using their knowledge in the socio-cultural
lifeworlds. Hence, it can be argued that the use of positivist approach in information
systems development separated the generation of knowledge from the creation of

knewledge in the lifeworlds of employees.

Through MAC and computerised work-order information systems, Goldenbank

introduced new rules and procedures for work and management. These new rules and
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procedures were emanated from the similar managemenm practice wdopted by
Goldenbank group of companies throughout its worldwide operations. Goldenbank had
| iransferred these steering media to NCCL without employees' being participated. The
rv;*su]t of this unilateral transfer was that many employees ﬁould not understand the

meaning of these steering media.

These changes were introduced new work and practice within NCCL. Introduction of
MAC and computerised work-order information systems were carried out new
procedures for identifying, recording, controlling, ard responding maintenance work.
They were also introduced new working culture in terms of organising production
process such as rearrangement of employees in cach production shift. Every human
action was monitored and controlled using formally processed infonnation..: All these
changers were different from the previously existed socia! order of NCCL. Naturally,
the new information systems were disturbed the employees’ social and work life within

NCCL with increased alienation and apathy.

Empluyees drew meaning for communication from their socio-cultural lifeworlds. They
used their tacit knowledge for organising work and shifts. They employed ordinary
language in communication. They iranslated their tacit knowledge through
cotmumunication drawinp meaning from their socio-culure, Employees’ tacit knowledge
was informally operated within a system of well-understood communication structures.
The everyday communication was embedded in every action and interaction. Simple
words in everyday use can have broad-ranging and deep meaning and interpretations.
These meaning are very important for human life and affairs. Similarly, these meanings
have __i_r_n[_\lications for information systems development because they carry tacit

knowledge about the socio-culture of Sri Lanka,



342

The efticiency as understood by employees was dependent on a wholc serics of human
actions snd communication for which rules were tacil and located in the lived
experience of their socio-cultura! lifeworlds. Their communication, work armangement,
social and cultural life were related one another and economic circumstances. They
understood how local managers included their implicit background knowledge within
budget implementation and shifis arrangements when NCCL was operating as a
corporation. They understood how industrial harmony was achieved between local

managers and themselves using communicative actions in the past.

Invihis example, user employees experienced problems of using computerised work-
order information systems because they were net participated in any of the activity in
design and development of information systems. The new rules of meaning introduced
for employecs through MAC and computerised work-order information systems were
carried different meaning from their daily practice of life. It is now clear that the
resistance of the employees including users carried meaning emanated from their socio-

cultural contexts.

What these employees wanted was to consider their value choices within information
systems to protect their secio~cultural values: .'and traditions as well as to overcome
ceconomic problems. They wanted to participate in decision making process associated
with the design and development of computerised work-order information systems. The
failure of information system revealcd that Goldenbank was unable to fulfil the needs of

socio-cultural lifeworlds of employees at NCCL.
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7.1.9 Episode 9: Managentent lnformation for Factory Control

In this episode, information systems were developed to produce daily, weekly, monthly,
and yearly management information for management decision making. Preparation of
management information systems reports emerged from the consideration regarding
effective control of production process through increased employee discipline in the
factory. Factory management used management information systems reports to control

shop-floor werks to achieve economically rational objectives of the Company.

Goldenbank employed information technology and management information systems as
means of strategies and techniques (and legitimised the implementation of management
information systems in line with improving the efficiency and effectiveness of factory
performance. It can be argued that Goldenbank introduced information technology and
management information systems to change the socio-culture and to improve efficiency
and effectivencss following market principles under the open cconomic policies

introduced by St Lankan government.

[n management information systems development, the systems analyst used
instrumental and technical approach without considering the .\'iews of other
stakeholders. The rational objectives of Goldenbank management were included as
objectives of management information systems development. Employees who worked
in the planning and computing divisions were also subject to the authoritarian control of
senior management. Their power was minimal to change the decisions of Goldenbank
management. Thus senior management initialed objectives of management information

systems and informed the personnel in the planning and computing divisions.
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Consequently, these personnel developed management information systems to support

the information neads of faclory management and the NCCL.

Factory management in tum used management information systems reports to closely
monitor and control of employees’ behaviour in production process. According to
Habermas, science and technology fused togcther inte a new production force as an
independent varizble without cansidering the socio-cultural lifeworlds of employees at
NCCL. Thus, Goldenbank steered NCCL employees using management information
systems that has been largely disconnected from norms and values. The systems analyst
us?d power illegitimately in developing management information systems assuming that
other stakeholders as passive objects 1o be manipulated. The instrumental and technical
approach has regressed behind the level of self-reflection represented by the worldviews
of employees, Above all purposive rational economic and technical actions have

become independent of their morale-political foundations.

According to Habermas, this irrational and repressive impact of rationalisation and
dévelopment comprised of technocratic consciousness of Goldenbank management.
Employees® socie-cultural lifeworlds were consolidated and objectified into norm-free
structures, processes of exchange and power. “Norm-confirmative attitudes™ and
“identity-forming” social memberships were considered as unnccessary and impossible
in management information cysterms development; they were considered peripheral
instead, Thus it can be concluded that management information systems served the
interests of Goldenbank management to realise the rational objectives rather than

commmon interests of NCCL employees,
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Employees’ opposced management information systems through their unions, Employees
realised that their social life was suppressed by increased use of purposive rational
actions of Goldenbank manapement. For the factory management, employces' way of
life was unimportant. The only thing that mattered was an increase of production
matters. Though employcces realised that their everyday life was being controlled, they
did not resist through continued strikes because they were aware that they would be
economically more disadvantaged if the Company removes them from work. They were

aware of how the Company reduced employees both in the head office and in the

- factory.

Employees’ opposition towards management information systems was connected with
vast amay of sceio-cultural and economic problems. They believed that the Goldenbank
management would not interfere to continue their customary shop-floor practice. They
. i

wanted management to consider their socio-cultural ‘lifeworlds’ within management

information systems and use as institutionalised practice. They wanted to use

communicative actions in management information systems development.

As explained in chapter six, they used communicative actions in their day to day

 interactions through the use of ordinary language, This ordinary language carried deep

meaning and interpretation of their social life. These meanings werc carried widespread
socio-culture of Sri Lanka in which employees drew meaning for communication.

According to Habermas, all the interactions that are structurally possible in such a

society are enacted within the centext of commonly cxperienced social world.

Rather than understanding this commonly experienced social world of employees and

including their needs within management information systems, factory management
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responded initiating disciplinary actions to control employees’ everyday life. Employees
were punished through diseiplinary actions. The intensification of work through
management information systems increased employees®  distress, alienation,
psychopathelogies, apathy and anomie resulting in withdrawal of motivation to work.
According to Habermas, Geldenbank denied (he possibility of getting “symbolic
guidance” from lifeworlds to effectively change NCCL towards a better organisation
becausc management informalion systems were not integrated the needs of socio-

cultural “ifeworlds’ of employees at NCCL.

1t is therefore clear that Goldenbank management could not legitimise management
information; systcmg dlevelopment because, management information systems
development -was n.t;»t incorporated needs of lifeworlds of NCCL employees in a
democratic and rational way. Put this in different way: management information
systems did not include value choices of employees at NCCL considering their social
context. Management information systems represenied non-reflective positivist ideology
of Goldenbank management. Thus NCCL could not transfer towards a betier

organisation through effective information systems development.
7.1.10 Episode 10: Qutsoureing Information Systems

Episode 10 emerged as a result of an information technology:.policy and strategy
introduced by Goldenbank late in the 1999. The Cornpany aimed to develop integrated
en line information systems te coordinate overall performance of NCCL. As part of
information technology policy and strategy, information systenus development activity
for NCCL transferred to external organisations, A dcecision to outsource information

systems function was taken by the CED of NCCL considering unsatisfactory
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performance of internal management information systems function including its staff
and high operational costs of NCCL activitics, It was (hought by Goldenbark
management that the intreduction of euisource information systems in various user
departments might produce a more accurate and timely information. Using Habermas's
terms, it can be argued that Goldenbank intreduce outsource information systems to
change the socio-cuiture and to improve the performance of NCCL in a free market

operating within Sri Lanka,

Goldenbank legitimi.s;d its decision to outsource information systems alone the line of
ecoriomic calculations of costs and profits. The Company sought value for money for
their investment and perceived that outsource information systems in user departments
would help to better understand the perfermance and coordinate NCCL operations. If
the systems had worked, Goldenbank management would have been praised for saving
Company money and claimed that they were doing well at NCCL with the support of
outsource information systems. Accordingly, the government would raticnalise its
decision to privatise NCCL. However, Goldenbank could not develop integrated
information  systerms. Various socio-cultural,l. economic and political contexts

constrained its development, i

. In developing technology or information systems application and/:i:;r its functions shouid
be intelligible to the stakeholders as a whole (Klein & Hirschheirm, 1996). This means, a
shared vision about information systems needs to develop between information systems
users, crealors, and beneficiaries such as management and emplovees, In the case of
NCCL, acquisition of many information systems has been basced on poor or non-existent

requirerients of user employees, other employees, and eustomers,
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_Regarding: the integrated information systems major problems occurred in the social

cantext of NCCL. For example, certain user departments were unwilling and poorly
motivated 10 share information across departments. These problems are oceurred

L
through structuraily induced systems imperatives. Information systéms development at

- NCCL failed because of institutional forces which inhibited dramatic changes in work
. | .

habits. These preblems were emanated from the h;f;:itozical contexts of !echno-scicntiﬁc,
econom{é ‘and bureaucratic style of management culture _emp]oyed during the
corporation regime. Since the inception of NCCL, managers imposed distorteq fnrrﬁs of
rationality upon themselves by continuatly reproducing the normative, obj&:tifyiﬁg
simctt'}‘es that distort communication. . ”

I

i _
According to Habermas, these self-lmpcsed objcctlfymg org,amsahona] processe.s were I
perceived as legitimate and even seli-willed because ideolopy of management"ra;s 1tse1f ‘}
built upen distorted commumcatmn This distorted form of ideclopy, often percmved as

NCCL’s culture, appéared as major obstacle to develop shared vision of information

,systems for NCCL and other privatised crganisations in Sri Lanka. What is percéived as

organisational culiure by NCCL management is still stimulated by the beliefs of

positivist ideology? This culture separated knowledge creation from the knowledge

- . grneration ccnsideri.l"lg the socio-cultural lifeworlds of people in Syi Lanka,

The current practice igno;cé or refused to deal with the issues of value choices of
participants in iqformat.iun systems development. Rather, the information systems were
stampcd by narrow instrumental and strategic objectives of monitering and controiling
performance of departments and individuals. Organisational members such as
employees’ c\;eryday fives were controlled using technical information systems in

unprecedented ways., For example, the heightened surveillance attitude of accounting
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and finance department created much depression and alienation in employees in ather

departments,

The tronsfer of the responsibility of information systems development to external
specialists of software vendors furlher eroded information systems development

function at NCCL. Many of the specialists from vendor companics did not have

“knowledge about the social context of NCCL. Theywere just products of technically

oriented educational institutions of both in the public and the private sector
organisations. :J

Majurity of systems developed by external specialists did not meet the information
vequirements of user departments. Users were unhappy and found it difficult to use
technical information systems developed by external specialists. Users were neither
consulted nor they were participated in the development of information systems. As a
result, some info;‘matiﬁn systems development projects initiated in user depaljti‘i}g_r_l;ts

&
were abandoned and previous manual procedures were reinstated. :

* Since the introduction of information systems in the late 1960s at NCCL, information

systems development served the expectations of those who had po:ufer to control
information technology function. Both inside and outside. of information technology,
there apparentl& existed a set of belief about information technology thaf had litle
relationship to what was actually happening in NCCL. Though NCCL's ownership was
chapged from the state control to free market control model, information technology
function excluded categorically as important factor in changing NCCL towards an

cffective organisation.
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During corporation period, politicians and senior managers’ hold the power on
:infnrmalinn technology function. Information technology remained under the control of
uccomlaling and l'ln':i;;é‘gficpachm. Information technelogy people who worked in the
data processing ﬁnits h'.;;c had minimal power to influence or change the decisions of _
politicians and scnior management of NCCL. During Yawakkal period, the accounting
and finance depariment controlled information technology in the same way as it .
controlled during the corporation time: Indian management and senior rnanagement
hold the power on information technology function. Today,..infonnatio.n technology
appears t¢ exist in the same way: informatien technology remained under the con_trol of

VP of finance of Geldenbank management.

Over the last three decades, information technology was not assigned a major role
within NCCL. During corporation period, information technology development

represefited only the interests of some government politicians and senior managers.

Duwring Yawakkal and Goldenbank periods, information technology supported the

interests of Yawakal and Goldenbank management. Therefore, information technology
supported pastial interesis; i.e. those who were in power. Over the history of NCCL,
information technelogy was assigned lower organisational position and the position
today remained unchanged. The fact that there was a scparate organisational uait
responsible for information technology activities has led to the emergence of cultural
gai: between information technology section and the rest of the organisation (see
Peppard & Ward, 1999). |

Since the late 1960s, NCCL, has introduced several iﬁformatiqn systems}préljcc_ts._;]n the
late1 960s, the first project consisted of the introducticﬁ of the punched:k;ard "s;y_'stc.ms‘ In, -

the 1980s, the second project comprised of introducticn 6f computers in application
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arcas such as sales, inventory, payroll, and accounting and factory maintenance. In the

1990s, the third project constituted of seiting up of PCs in certain user depariments.

.Finally, in the late [990s, the tourlh project consisted of'the introduction o fnetworks for

both internal and external communication. However, the some senior managers and the
majority of middle level managers, and other employees still negatively perceived
intormation technelogy. There was no declared commitment to address this negative
relationship (i.¢. cultural gap) between information technology sectiop and the rest of
the organisation and the employees, The history of NCCL failed to exploit and leverage

information technology for the betterment of NCCL.

This is .r‘nainly because information systems development was aimed at controlling
employees® lifeworlds, Therefore, the growth of information technelogy function was
stagnant or negative within NCCL since the late 1960s, Since the introduction of
computerised information systems at NCCL, information technology innovation by
information technology personnel was suppressed by political domination, domination
of senmior management and the highly institutionalised bureaucratic, scientific and

rational culture of NCCL.

The negative perceplion reparding information technology development caused outside

parties in other departments to perccive information technology as systematic failure

stands in stark contrast with the view inside of information technology seeing itselfas a

significant contributor to modemise NCCL. The history of NCCL revealed that NCCL
missed out some important opportunities in transforming NCCL towards a better

organisation using communicative actions in information systems development,
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It was succulently clear that the overall information systems initiated in uscr
departments were focused on narrow deployment of techno-scientific and cconomically
rational approaches to obtain an objcctive power of information for prediction and
contro! of individual’s hehaviour and the performance of depaniments at NCCL at the
expense of communicative rationality, Though information systems were developed in
different locations, they were operationally linked te monitor and control the socio-

cultural lifeworlds of employees at NCCL.

Generally, both internal and external information technology personnel ai:plying their
expert knowledge domipated over employees’ everyday life. The information
technology specialists adopted an “all-knowing” position in information systems
development while considering user employces, other employees and customers as
inmate objects who don't have their own ends. These personnel were categorically

excluded from the design and development of information systems.

This understanding about information systems development is ;'clatcd to the positivist
ideology. The positivist experts considercci that understanding of employces’ socie-
cultural values as irrelevant and unimportani-they relied only on technical solutions und
rational decision making regarding information systems development. According to
Habermas, in this way, these positivist designers transformed socie-cultural life\\..rorlds
into instrumental ones and instrumental reasoning became a normative force that
displaced the purposcful discourse betwcen subjective selves. NCCL's employees’
lifeworlds were increasingly governed by objectifying instrumental rationality at the
expensc of intersubjectivity, com_municalive action. |

I
e
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Employees’ lifeworlds were more mothodically amranged and monitored ever than
hefore. Information systems were often correlated with their management lechniques
and methods as means, but means were nol related to their socio-cultural and ceonomic
problems, ends. Ends were taken for pranted and means were assumed lo be
unproblematic. Thus, it can be argued that information systems developmen! was
focused on rationalisation of work processes at the expensc of other interested parties.

Following Habermas, it can be argued that Goldenbank's rational and carcfuily

desipned approaches to information systems development continued to be

systematically eroded socio-cultural lifewerlds of employees at NCCL.

1.2 Reflectlon on Current Practice of Information Systems Development at NCCL

It seems that NCCL today acts like any other private entreprencur afier the privatisation,

lts every aim is to succeed in the market and its services and practice are tailored with

Goldenbank's corporate and management culture. lronically, these practices were
imptemented through information systems while ignoring the social context of NCCL in
Sri Lanks, Present information systems development and practice reflects market-
ariented policies of cconomic rationality and priorities to encourage efficiency and
effectiveness of NCCL. As a result, commercial values received prominence over the

T

traditionally established socio-cultural values systems at NCCL. This represents an

“effort to exiend the commercialisation of information into every existing space of the

social sphere” (Schiller, 1987, p. 25).

Employees were treated as commodities in a market to be sold ont. This means, that

according to Habermas, the current information systems development approaches have
FEs

been brought into being with an unmatched capacity to shape the symbolically
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cstublished socie-cultural value systems which NCCL's employees inhabit from their

traditicenal socio-cultural value systems; lifeworlds.

Such an approach is oppressive becguse it does not allow participants to inguire actively
and sclf.understand about the world constitute of information systems development.
The underlying belicf was that Goldenbank management practice need NCCL’s
individuals to accept and adapt their behaviour accordingly, From this perspective, |
using Habermas's terms, we can argue that employees are blind to the interests of those
who are in power and inadequatcly see themselves as acting freely on behalf of the
disadvantaged employees at NCCL. The high oppression left cut of hopes of many
employees leading to loss of motivation and disestablished socialisalien process within
NCCL. Information systems as steering media did not support social integration, They
were not aimed at solving employees’ socio-economic problems by the end of 2000. As

a result, many employees decided to leave the Company, A trade union leader stated:

Many ':'ciﬁ'ployecs have decided to leave the Company taking

compensation package beeause they have lost their interest in remaint at

NCCL due to high oppression of Goldenbank management. We are

highly monitored and controlled ever than before, They control

behaviour of employees using computerised information systems. We

lost everything: our frecdom, socio-culturxl value systems, joys and

pleasure within NCCL. [ myself decided to leave this Company.
Many employces at NCCL had shared the expression made by trade union leader
regarding the high oppression of Goldenbank management. Management information
systems manager who frusirated with the domination of senior management announced
his resignation in the late 2000, Meanwhile Goldenbank declared Rs.750-800 million

operating losses at the end of 2000, Economically employees had not benefited from the

privatisation of NCCL in terms of real income (Kclegama, 1993) and the information
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technology introduced by Goldenbank management. Rather Goldenbank management
throuph computerised information systems increasingly controlled the socio-cultural
lifeworlds. It seems that Goldenbank lacks a broad vision of issues related to poverty,
unemplo;fment and lifeworlds problems of employees at NCCL. Information systeﬁs

were not developed considering the sociz! context of NCCL,

To build a strategy there must be first an awareness of objectives of information systems -
by the parties who involved in information systems: information systems developers,
users, and beneficiaries such as management, employees, and customers. Information
systems as a strategy must be benefited to plurality of interests of & wider community so
that both organisation and society benefits from the application of information
technology (see Klein & Hirschheim, 1996, 1991; Hirschheim et al., 1996; Hirschhcim
& Klein, 1989, Lyytinen & Hirschheim, 1988, Lyytinen & Klein, 1985). For example,
systems analysts working in the marketing department stated that “it seems te me that
this Company has not yet identified the type of information systems for the benefits of
all of us”, Clearly, many of the objcctives of the various stakeholders were in conflict
with the current practice of information systems development at NCCL. The current
practice of information systems development reflected non-reflective positivist

approach inscribed by the vision of Goldenbank management,

It seems that dependent form of values of modern Western socictics transferred to
NCCL through various steering media represented in information systents. They were
not created by the socio-cultural value sysiems of Sri Lanka. The information systems
development as means did not match with the ends of wider membership. Thus, it can
be concluded that information systems development and practice at NCCL requires

approaches that take into account wider social contexts to gear towards promoting
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cooperation for improving living standards of people and the sncio-_f;r.;_onbrn_ic

development of the country.

7.3 Major Findings from NCCL Casc Analysis

The case analysis uncovered that information systems development at NCCL functioned -

within broadly related but interlecking socio-cultural lifeworlds, economic, and political
and administrative systems. These secial structures formed the contexts for NCCL and
information systems development. The ten episodic analyses revealed how information
systems development was shaped by and shaped NCCL reality through socio-cultural,
cconomic, and political contexts in Sri Lanka. This holistic nature of information

systems development can be summarised as follows.

Firstly, information systems development at NCCL was socic-cultural because
employees wanted to protect their socio-cultural integrity anﬁ.:-_._‘_"_zworlds from cconomic
problems, formal and external management controls, and domination. Employees drew
meaning for their everyday actions from lifeworlds contexts. These lifeworlds were
carmied tacit knowledge of employees. This knowledge was suppressed by the adoption
of Western scientific, technocratic, economic, and bureaucratic rationality in
information systems development and practice. Information systems development did
not meet the needs of employees' lifeworlds. They opposed formal and external control
of management resulling, failures of information systems development. Thus, it can be
concluded that information systems development was shaped by socio-cultural

lifeworlds of Sri Lanka,
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Secondly, information systems development was connected up with socio-economic
development of Sri Lanka before and afier privatisation of NCCL. It was economic,
because information sysiems development was aimed at medemising NCCL and
improving economic criteria of efficiency and effectiveness of performance. It was also
economic because information systems development was connected with employees’
work and life, living conditions, unemployment, and poverty. {n sort, modernisation of
NCCL through effective information systems development was failed leaving
unreselved conflicts between government, management, and employees. Thus,
information systems devclopment did not assist to change NCCL towards a better
organisation and therefore umable to resonate broad agenda of socio-economic
development while meeting the cconomic expectations of the government, employees

and NCCL itself.

Thirdly, information systems development was political because the government was
involved in changing NCCL threugh information technolog)'/ and information systems
in both phases of socio-economic develepment. Information systems development was
pelitical because employees were opposed systems development through trade unions
and trade unions were linked to natiopal political parties. It was also political because
politically manipulated apparatus, institutionalised rational bureaucracy, and scientific
and rational decision-making hampered information systems development. As a result,
NCCL could not transform towards a better organisation throuph effective information

systems development,

st

Finatly, “information systcr.fl_'s development and praclice led to  unanticipated

; i, . . .
consequences of personal ‘ancmic and conflicts at NCCL, 1t also created disorder in
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socialisation of employees leading to alienation, apathy, repression, psychopathological
deceases, distress, and depression, Therefore, management was unable to rationalise and
legitimise information systems development as steering media (means) at NCCL. As a
consequence, management cxperienced conflicting dilemmas in transforming NCCL
towards a successful organisation through effective information systems development,
Seen in this light it can, therefore, be concluded that information systems development
at NCCL was operated within a vast array of economie, political and socio-cul}ural

intricacies of Sri Lanka.

7.4 Theorising Information Systems Development frora Coinmunicative Acticns

In this section, [ explain and eritique how Habermas's theory of communicative actions
can be ﬁsed as a rational approach for information systems development in
organisations in Sri Lanka. Firstly, major problems of the positivist apptoach are
discussed. Secondly, communicative actions and tacit knowledge are examined.
Thirdly, relationship between tacit knowledge and lifeworlds is examined, Fourthly, the
relationship between communicative actions, tacit knowledge and social context of Sri
Lanka is discussed. Fifthly, the relationship between lifeworlds, systems and
information systems development is cxplained. Sixthly, the relationship between human
development, communicative actions, and information systems development is
examined. Finally, the relationship between communicative actions and innovation in
information systems is cx-ﬁlaincd. Critiques of the Habermasian interpretation of events
have been woven throughout this chapter to provide a counterbalance and critical

appraisal of this perspective,
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7.4.1 Fallacy of Scicntific Neutrality of Positivist Approach

It appears that positivist ways of thinking influenced information systems development
and practice at NCCL over a period of 1958-2000. The position at present in NCCL is
that information systems development and practice still functions as an imperial and
foree manner enforcing s views and exerting its power, confident in assumptions of its
own supericrity, The increasingly rigid positivist idcology that has dominated and stili
dominates current information systcms development and practice at NCCL s

destructive of lifeworlds in deeper manner within the erganisstion,

L
T

This positivist approach used for information systems devclopment at NCCL continues
to be non-reflective, It can not be considered as a ratienal approach for knowledge
creation in information systems because, it ignores altemnative ways of knowledge
creation perceiving knowledge as a system of reasoning arising from social contexts of
Sri Lanka. The amalysis of ten episodes presented in chapter six revealed how social
context: in Sri Lanka influenced and shaped information systems developm.ent projects

at NCCL over about five decades.

As Western idea spreads across the world and positivist thinking, techoology, and
pohtlcs are imposed upon, or taken on by NCCL, information systcms devclopmcnt
follnwcd suit. The fact that positivist approach itself has not hecn qhown te be
applicable cross culturally or to be free of social context gets obscurecl ils over
attachment to Westemn cultural values. The prestige of positivist approach rubbing off
knowledge in other socio-cuitures in developing countries including St Lanka (Schiller,

1995; Chambers, 1920).
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In the positivist approach, information systems development being presented and
accepted as a part of scicnce is asswined to be scientific activity with objective methods
:'I:’i-‘g::—:'i{z.r-ibw_;cdge acquisition that is free from socio-cultural contexts. As such this
scientific and objective view of information systems development in the positivist
approach was seen as being universally applicable to all pecple in all countrics,

irrespective of their social contexts, although this was clearly not so.

Control of the natural and secial world to improve the humen conditions has become
cuﬁerstone of Western management ideology (Williams & Standing, 1994; Sandberg,
1685; Kraft, 1977, Braverman, 1974). This conire! nature is dominant in information
systems (Alvarez & Klein, 1989; Gurstein, 1989; Briefs, 1987; King & Iacono, 1984),
As such information systerns were perceived as superior o non-western equivalents, It
content was not questioned; it was taken on trust without critically reflecting upon the
adoptability in other social contexts such as in S Lanka. However, this controlling
nature of infermation systems and technology may not be appropriate to non-western
equivalents (Williams & Standing, 1994). NCCL case revealled that NCCL
management used information systems fo control work and dehumanise the workplace

relationships.

In the pace of Western knowledge, knowledge in other socio-cuitural contexts in Sti
Lanka was considercd as localised importance. However, NCCL case analysis revealed
that information systems development is much more than sciemific and technical

control and involved considerations of social activities in workplace. Thercfore, the

significance of research in urni-rstanding organisational issues in different socio-
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cultural contexts, often in non-western countries, ¢an not be underestimated (see
Wensley, 2001; Avgerou, 2000, 1996; Odedra-Straub, 1996; Kisngi & Tjipangandjara,

1956: Lind, 1996; Korpela, 1996; Williams & Standing, 1994).

Information and communication technologies are pushed on to developing countries as
steering media by economic and political forces allied to Western powers (Avgerou,

;]i;G"GO_: Lind, 1996; Williams & Standing, 1994). The promotion_of information

1
¥ technology, techniques, meth.ads, skills, cxpert knowledge, information systems and so

on originated in developed countries go hand in hand with the positivist knowledge of
the West (Avgerou, 1996). The dominance and contro! of global organisgﬁons is greatiy
_ facilitated by advances in information technology and international communication
_(WaIsham, 1991). This situaticn has created imbalance of world information flows, the
do’ir_jn;tion of third world culture, and the dominance of advanced countries in the

develuﬁﬁient and transfer of information technology (Stover, 1984).

The types of knowledge that is promoted via positivist approach, with its emphasis on

i

science and information technology that have developed within Wesiern cu]tufés and
with models suited with Westemn political systems deemphasised, if not ignored, the

importance of social context in organisations in developing countrigs such as Sri Lanka

for information systems development. =

Although positivist approach as a superior approach is too much part of its Western
culture to be plucked out and transferred into other non-western cultures as it stands it
I‘-_i-_}_]EiS within it modules of theory and practice they may be usefully offered 1o people of

all nations and cultures. The positivist approach has after all amassed over the past years
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enormeus of knowledge. 1 has developed unprecedented ways of menaging human life.

1t developed ways of managing organisations through cffective information sysieris

- development. Tt has developed mcthodologies, methods, iechnology, technigues,

systems, and expertise knowledge, and so on for information systems to improve

performance in organisations. It has rapidly become the infrastructure upon which
.. business is conducted and has penctrated all cconemics ana well being {Odedm-Stmt{b,

=+ 1996), Tt ean use as improved information systems for the planning and implementation

of rural devclopment projects in developing countries (sce Bhatungaf; 20(}0;:M;f:su &

Duncan, 2000). There is a mountain of knowledge without which it would net possible

to develop information systems for organisations in all over the world.

However NCCL case uncovered ihai positivist appmacll has fmlcd 1_ 'infarmation

' systems develapment in orgamsatwns in So- Lanka 'I'herefore\, “what is necessary is to / /

o {
undersmnd the socio- cultu:a] oontext of Si Lanka to articulate lac:l knuwledge and makc

use nf that knowlcdge in information systems development lo mnmvatc ncw n"ormatlon '
systems relevant to organisations. The development of -appropnate intormatlo:] systems'

is more important than adoplion of positivist knowledge in systems dcvel'opment as the: '

B

NCCL case revealed. Focus should be gives to ,.nuw]cdgc creanon based on socml _

il

contexl of Sni Lanka lhun assimilation of Westem positivist knowledge (Gunawardenﬁ

2001; leesckcra & _Wl]esekeru, -1999).

:..J If] " . . )
Cearn L . ,af Iri i R s A ]

« . .
Rt:fsear-"hes on develupment htemmre relalmg to de\re]opmg counfries suggest tha!

s /’

L develupml:m programs :ﬁust be a]lgncd wnh 'he needs’ of the peoplc of ﬁlnsc countncs

L n

(sec I:scobm‘, 1995; Todam. 1994; Sachs, 1992; Dahl & Rabo, 1992). For cxampic

Escaban ( !995) examined theoretical tdeas and practical interventions that have
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constituted development in developing countries. He argues that the adoption of free

markel rationality principles and its institutions, and the cognilive instruments of

W
science and technology in developing countries were socially constructed than naturally

chosen. The point made Escobar here is that the development programs must be
developed fol]pu:ing llistorica]ly derived value systems thal sustain social systems in
developing cm;mrics‘ Habermas”s theoretical framework provides a rational approach to
articulate such historical values in social context in organisaticns in 8ri Lanka and make

use of them in systems development,

Similarly, studics relevant to transfer of information technologies from developed

countries to developing countries sugpest that transferred technologies tend to be

"~ adapted to the social context, rather than being used in the same form as in the context

where they were first developed (Wensley, 2001; Avgerou:'lzégﬁ). Information systcms
development reuires creativity and is largely driven by, often, informally, by the
interests,_'E of an organisation’s participants (Ciborra, 1991). History of infonnatidﬁ
system; devclopment at NCCL revealed that the prevailing positivist approach was too
Hmited in scope, unable to cope with social context of the systems development process,
and thereforc jeopardising efforts of improving crganisational performance by
introducing information technology. Informalion systems development involves much
more than the narrow techaical designs; it is an organisational tcchnolggy in \'A;;stncy’s

tenns(]99]lj. o )] RS

Successful information sysiems ‘development is more a matter of judgement of what

1

organisational changes arc izasibie and desirable and how they can be realised, than the

adoption of some tochrniques, methods, skills, and expert-knowledge and informaiion

tcr:hno]ngy.' 1t invelves much more than aulomating jdbs, controlling employees, and
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work place rclations (Zuboﬁ‘ 1988). [t involves social empowerment of peaple (Zemake

';&. Schaaf 1989; Lawler, Ledford.& Mohrmman, 1989; 7ubnf 1988; Lawler, ]986} Itcan

act and transform conditions to lead to ahetter quality of life (Nath & Scholar, 2000}.

]

Orlikowski {1996) andl Rohitratana (1998) asseit that computer technalogics " are

technical insofar as they are instrumental for particular cnds, but this use is-

simultanecusly social insofar as the ends are interpreted. This relegation of camputer
technologies needs to consider the appropriateness ta’ organisations technology

(Avgeros & Land, 19%2). ‘While acknowledging Orlikowski's & Rohitratana’s

interpretation of computer technologies, it can be argucd that interpretation of ends

alone does not make computer technologics social because it lacks the critical

component of systems development.

.o : Ve
This use of technology is necessa‘§ ta criticaily analyse and reflect upen. This is:done

from the standpoint of "manclpatlon i.e., an interest in “an equal dlstnbutmn of power

e

and chances i sat:sfy p::rsonal needs and in liberating people from domination by other

pcople (see Hirschheim & Klein, 1994, 1989; Flood 1990b; Flood & Ulrich, 1990;

i

Haheﬁnas, 1987h; Klein & Lyytinen, 1985). This is nccéésary because the inevitability
of values choices in the application of information systems. Historical evidence shows
that technology is not neutral (Burms, i|981; Briefs, 1980; Cooley, 1980; .Bravcrma::ia.,

1974).

For cxample, Mowshowitz {1984) argues that **. . _ a technology which requires the
mastery of a certain know-how and therefere favours the intercsts of certain groups in

society al the expense of others . . . He continues to say that the nuere fact that
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computers can be used to imprave the quality of life or 10 increase citizen participation
in government does nat mean that they will be so used” (Mowshowitz, [984, p. 85). He
asserts that “the neutrality thesis is every bil as naive as the stork fable of human birth™.
Therefore, following Habermas, it can be argued that information systems become
social if and if only if the ends of sysiems development are rationally decided by forcs;.'"-"
of better arguments. Following Habermas, il can be stated that in this manner can
appropriate and innovative information systems be developed for peeple working in
organisatio'ﬁ%jn Sri Lanka. Follwing Founcault {1982}, it may be argued that using such
a Habcn‘na'zian method will probably result in new forms of power and contro} that

wauld mitigalt‘tc against human development.

7.4.2 Communicativc“;hctions and Tacit Knowledge

"

The cesitral guestion is . "how can the power of technical control be brought within
the range of the consensus of acting and lransncting .cilizens'.’" {Habermas, 1987a), Put
it diﬂ'eréntly, how can the power of Western knowledge take over and make it part in
our socio-cultural tradition to serve the needs of people in So Lﬁnka? Cr what
instituticnal aangements stimulate managess and employees to innovate successful
information syslems that support the people doing the work? For example, Japancse
firms select an appropriate technology tliat helps them achieve performance goal in a
way, that supports the peaple doing the work. They use tacit knowledye that employees
”alrcady possess (sce Bensaou & Earl, 1998; Nonaka, 1991). Thus, tacil knowiedge plays
an integral part in information systems development {sec Wensley, 2001).  Habermas's
tl?_llcory of communicative actions provides theoretical insights 1o explore such tacit

knowledge in Sri Lanka's soeio-cullure and to innovate suceessful information systems.
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NCCL case analysis revealed that socio-cultural kpowledge was represented in

employees® everyday actions.
7.4.3 Tacit Knowledge and Lifeworlds

Polanyi {1983} in his famous book titled, “The Tacit Dimension” asserts that “we know

more than we can tell*{p. 4). The true knowledge residing in the recopnition of what

one does not know rather than what one knows (see Wensley, 2001, p. 2). Episode 4 of

NCCL: “We know mere . . ", provides relevant empirical supporting for Polanyi's

* assertion. This means “knowledge involves an embedded skill and can not easily be
- articulated” (Hedesstrom & Whitley, 2000, p. 48). Tacit knov:ing is the fundamental

power of the mind which crates explicit knowing, lends meaning to it and controls its -

uses (Polanyi, 1983, p. 18). Polanyi argues that sharp division between tacit and explici
knowledge does not exist (ibid, p. 16). Even it knowledge ‘nas been articulated into

words or mathematical formulas, this explicit knowledge must rely on bciné tacitly

understcod and applied (Hedesstrom & Whitley, 2000, p. 48). “Tucit t‘nought':f:unns ar;_'

indispensable part of all knowledge™ {Polanyi, 1958, p. 20). Hence, ﬁ]_l'i&ﬁow]cdgc is

gither tacit or rooted in lacit knowledge (Polanyi, 1983, p. 7). He c_mphasiécs the I.
. . i."_

knower’s aclive participation in any act of knowing {ibid, p. 4).

This tacit know]cd;,c is ernbedded in lifeworlds of 1nd1v1duals Thcy are parl of a socio-

cL]turc ofa wcwly To understand tacit knowledge, one must need to fully undl.rstandl.

the lifeworlds c fa soclcty This lifeworlds is rot anything clse but socio-cullures whlch
\

provide substmtum for generation of meaning in human actions. These meanings cary

mour}/.t',ﬂf knowledge sbout socie-culture of a society, Therefore, to fuily understand
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how such tacit knowledge operates within lifeworlds, one need to fully understand the
socio-culture of a society and hew socio-cultures intlucnced in shaping meaning of
lifeworlds in socicties. Use of such tacit knowledpe provides an indispensable
opportunity for centinuous innovation in information systems (Wensley, 200!; Dietz &
Lyytincn: .'1998; Bensaou & Earl, 1998; Negwenyarna & Klein, 1994; Nonaks, 1931),
Such use of tacit knowledge would accord with Foucault's (1982} perspectives,
although Foucault might assert that such knowledge nﬁght be used to nc\.v forms of

control.

744 Con__l_pmnlcative Actions, Tacit Knowledge and Social Context in Sri Lanka

For Sri Lankans, use of communicative actions in information systems development is

not an insurmountable dilemma mainty for three reasons,

"1 The fact that comﬁ;unicativc rationality is based on human reasons, in getting at the
true and raliona{l(.;!?mowledgc, appear to be consisient with traditional culture and
value systems of Sri Lanka. Traditionally, communities in Sr Lanka used
communicative aclions in political decision making. People used these cultural
values in r:‘.rt:r_\,rdnyi communication. They provided meaning for their daily :u:tions{I

and soefal interactions.

‘f’;
The present day efficiency and effectiveness of management were built inte the”

cultural lives of people in the traditional societics in St Lanka without any formal or
cxternal control (Ariyaratne, 1999).  Socio-cultural values such as working

collcetively and sharing with one another, participation, trust, respect, informal
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communication and mutual understanding were parts and part of social actions and
~interactions, They are still remained relatively unchanped in Sri Lanka. NCCL
employees used thesc socio-cultural values in everyday communijcation and
interaclions with managers. Some managers tacitly employed such socio-cultural
‘values when they were confronted with p:?'ghlems in their everyday life. These sogio-
cultural values carried mountain of knnw_.'.l'edge about our socicty. By looking at these
socio-cultural values, one can understand how thinking process is functioning in the

minds of people in 8ri Lanka, o

7.4.4.1 Tacit Knowing

In order, to- fully understand the tacit knowing of people, we need to understand the
minds of people which create explicit knowing, lends meaning to it and control its
uses {Polanyi, 1983, p. 18). In order to understand minds of peaple in Sri Lanka, one
needs to understand the Buddhist teaching, because it had a tremendous influence on
shaping our thinking process and the way we sct about doing things {Ariyaratne,

1999}

v
In Buddhist way of thinking, mind is supreme; it is the forcrunner of everything, It is
not a physical organ of the brain. 1t is the consciousness itsclf. This consciousness
was formed by the core concepls of Buddhist thinking over thousands of years,
These concepts have been influenced in {orming meuning for lifeworlds, The
thinking process of people is goided by these lifeworlds, Understanding lifeworlds
means, we vnderstand the thinking process of people. Understanding thinking

process of peaple means, we undersiand the socie-cultuce of Sri Lanka.
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Buddhists hclicvt;--iﬁc aim of living is not Jieving bul being. Fromm (1979) describes
these having and being modes referring té two poems that describes a flower:
Tennyson's réiatiﬁnship to a flower is in the mode of possession or of having;
Basho’s relationship to flower is in the mode of being. He says, “by being I refer to
the mode of existence in which one ncither has anything nor craves to have
something, but is joyous, employs one’s facultics productively, is one with the
world” {pp. 26-8), In contrast to the Western culture, Buddhist cultures is a culiure

of being and not culture of having {(Amamsekera, 2001). i \\

Humanism and selflessness are supreme virtues which should be practiced in our
sojourn in Samsara (Samsara refers to the eternal cyele of birth, suffering, death, and

rebirthf'i.'ibid, 2001). For Buddhists, craving is the major cause of existence of

human life. The supreme state of being Mrvang (Nirvana refers to the incfil'ﬁ:ll;]e““_':""'
ultimate in which one has attained disintcrested wisdom and compassion) is the
ultimate goal of human life (Sckhera, 1995). According 1o the Buddha, the
emancipation (i.c. awaken) involves the elimination of {llusion that eraving for things
lg_ads 1o happiness {Fromm, 1979, p. 48). Craving and happiness are related to
objective reality of the world. Therefore, egoism and individualism are illusions
created by human being (Amarasckera, 20'{:1_1 }. These are essential aspects of the life

ofhe Western WU_ljld.

W

Buddhists believe in an agreed-upon consensual truth. For Buddhists, unconsciously
understood lifeworlds include the myths of objective realily of th? world. The

enlightened truth involves an clitmination of cbjective reality of the \\ggz{_d. 1t itvolves

L
ar t{‘
i
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core Buddhist thinking that guide's conscionsness. Knowing this knowledge involves
elimination of illusions that control the truth 10 be emerged explicitly. Attaining self-
enliéhtenmcut implics not only a systematic thinking upon z given subject, but also a
systematic development of the higher qualities that tend to produce supramundane
wisdom which in its turn makes enlightenment possible (Sckhera, 1995, p. 6). 1t is
the tacit knowledge intuitively operates in individual’s mind, It involves conscious

awareness of the truth about the true lifeworlds of human beings.

Understanding of lifeworlds gives the idea of more dynami.r: forces permeating
‘through every cell of individuals conscious and unconscious b.cing guiding their
thoughts and actions (see p. , . .. “thinking and speaking” is interrclated). These
thoughts are shaped by individual socio-culture and expressed throuph human
actions. They arc not absolule truths, something one could feel secure (as the case in
positivist approach), bt the self-affirming process of human reason (Fromm, 1978,
p. 48). The case analysis revealed that the world of employees could not be separated
from themsclves. [t was also revealed that there was no wall separating one from the
rest of the world as in the positivist approach, Individuals were part of the world as
the world was part of them. In sort, they lived in their world of consciousness.

Therefore, “the world is nothing more or less “han a projection of one’s self. To

understand the world, we must undersiand onc‘s,'j;'c]f“ (Flood, 1699, p. 82).

“
Enlighlenment by a .})crsun means to know the truth in its nukedness, ‘This means
knowing penctrates the surfuce and to strive critically and actively in order to
approach truth ever morle closcly (Fromm, 1978, pp. 47-8). Kn_o_}.viﬁg in this way

becottes pert of the process of productive thinking (ibid, p. 4?) Knewing means
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knewing about the truth of the reality. “it is an intuitive Tooking into in which we
-discover one’s mind. Knowing the cssence of things is to know one’s self” (Flood,
1999). Incorpuration of knowledge in lifeworlds in information systems development
means, we allow the truth - the tacit knowlltlzdgc that sustains in socto-cultural

lifeworlds in Sri Lanka to be emerged.

. Another factor that uses of communicative acticns in systems development makes
possible is ancient knowledge and technology. Traditionally, societies in Sti Lanka
achieved impressive achievements using ancient knowledge and technology. Among

" these, the complex networks of massive-scale artificial lakes, intricately laid out
irrigation cannels, excellences in nautical construction, and complex town and
country planning were few examples (Gunawardena, 2001; Silva, 1981; Wijesekera

& Wijesekera, 1998}

This knowledge is the best remains in our ancient civi]isaii;)n (Wijesckera &
Wijesckera, 1998). This ancient knowledge was used before the enlightenment that
took place in the ! 7" century and the positivist knowledge in the Western countries.
The ancignt societies used readily available socio-cultural knowledge, skills and
resources to achieve cxcellences. These were inscribed and embodied in culiural
values. Therefore, whai is necessary by NCCL management to take deliberate efforts
to explore this socially valuable knowledge in our socicty and make use of that tacit

* knowledge in developing successful information systems?

Ui

NCCL case analysis showed that employecs reluctest to use modern fast pace

information technology and formal and ecxternal control based on modem
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computerised infoermation systems. This doesn’l mean that Sri Lankans are totally

averted to use of information technology. Buddha was not against any social custom
I .

Il
“and tradition if they are harmless and uscful to socicety (Sckahera, 1995) (I use

Buddha’s teaching here, because as [ explained previously, thinking process of the
majority of Sri Lankans was shaped by Buddhist teaching). This 17_(:1:0}_11_1&;5 the
“essential intemrelatedness, and interdependence of all phenomena - physical,
psychological, social, and cultural” which transcends curremt disciplinary and
_ conceptual boundaries (Capra, 1982, p. 285). In this context, emplayees would
support information systems development if the proposed designs fulfi.- their
_economic, psychological, and secio-cultural lifeworlds’ needs. NCCL case analysis
revealed that employees wanted management to consider their practica; problems

and develop information systems to meet the necds of their lifeworlds.

The need of use of indigenous knowledge, skills and resources has been emphasised
in information systems literature (see for example, Fox, 1998, 1991; Broding &
..Schonbcrgcr, 2000; Suchman, 1987; Hirschheim, 1986). Suchman (1987), argues
that designing computers that can interact with humans, the system of
communication *“must incorporate both sensitivity to local circumstances and
resources for the remedy of troubles in understanding that inevitably arise™(p.28),
This means “instead of looking for a structure that is invariant scross situations, we .
look for the processes whereby particular, uniguely constituted circumstances are
systematically interpreted so as ‘o render meaning shared and action 1ccountab]y
rational” (ibid, p. 67). Thus Habermas's communicative actions provides vr-.-_}!_lclc for
exploring this iﬁdigcnous knowledge in lifeworlds of people in Sri Lanka .for the

design of innovative information systems,
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3, The znalysis of ten cpiscdes revealed that for Sri Lankans used information

technology and information systems as strategies and techniques to transform NCCL
towards a better organisation in line with the objectives of the govemmeit's
modermisation programs introduced in two phases of socio-economic development.

However, intormation technology and information systems did not assist NCCL 10

. achjeve this social task due to narrow deployment of positivist approach, The

problem that Sri Lanka grappling with over a half century (after the'jndependence in
\

19480 was how to develop its economy to alleviatc poverty and imiSrow: the quality

-of life of peoples (Indraraina, 1998; Colombage, 1998; Ratnayaka, 1998).. Even

though the application of information technology has been failed in NCCL and some
other organisations (see chapter one and four), today central focus is placed on “‘.IF
improvement of information technology sector and information systems development

to achieve this social task (Budpet Speech, 2001). The prevalence belief is that

information technology is related to dircet socio-economic development,

In order to address this social task of soclo-cconomlc developmcnt, it is essennal to

innovate a._cuessful information systems relevant for orgamsanons in 8 Lﬂnka. To
'| :

devclop inngvative information systems, what is necessary is to articulate the socio- B

cultural knowledge, lifeworlds, and inclﬁdc that tacit knowledge in information

Systems development. This knowledge consists of tacit understanding of socio-

cultural lifeworlds. Information systems as means must be guided by needs of socio-
cultural lifewolds. Tn NCCL case, cmployces were opposed informatio’/. systems
dcv't.‘:l'o}'.zp'lcnt because they were not economically and socio-culturally benefited

from the modern knowledge transferred from Western countries via information
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rectmology and information systems. These employees opposed modem infermation
technology based information systems because they were clashed with their thinking
process.  Such an assertion would align with Foucault;s “(1982) project of ~
undér_st&nding power and centrol as a Ipanoptican ercated by modemn technology‘.Cnr{f'
using Habermas's communicative action create empowerment of and by itself?
Founcault would persumable have .gra;fe doubts.

i .
7{{.5 Lifeworlds, Systems and Information Systems Development

According to Habermas, if political and administrative sub-systems steer social
e

intercourse in 2 manner commensurable to the needs of lifeworlds in socio-cuitural sub-

' systems, then reasons become active in political decision-making (Wilson, 1997).

Participants become actively involved in designing their future. [nformation systems

become easy to implement within organisations because they'are committed w develop

their own furure.

Once this pniitical-d“ccision"-':ﬁa.llvcing becomes norms and institu.t.ionalised, it lavs
foundations in shaping organisational culiure in a.z:similar way that the pesitivist
approach establ.i:shed its roots tor shaping orgar;ilsalional culﬁm_:. Consequently. policy
makers and senior management would receive symbolic guidance from the lifC\\'ofids T
for the mdnagement of organisations (Pusey, 1987). 'Orgiinisations become joint
optimisation of meumg plurality of human interests {Emery. :1959). . In this way,

4,
theuries become pracncal if they serve human interests and thereb)’ bccome “a cause

clu:tcrrmmng thej,n}i" (Kant, 1964, p. 128). _‘%\,

S
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Episodc 1 one of NCCL case revealed that how production managers in the faciory
fulfilled the needs of cmployces’ lifewerids by informally adjusting operationat
budgets. [n this way, production managers achieved & good industrial harmony by
meeting the needs of both senior management in the head office and the lifeworlds ﬁf
employees in the faciory. However, this practice had not considered within formal
" decision making and actions. This practic.'c was not institutionalised duec to the
domination of politicians, over attachment to the rational bureaucracy, and narrow
' deployment of scientific and economically rational decision making. Narrow
deployment of positivist approach hindered transferring NCCL towards a successful

organisation, S,

7.4.6 Buman Development, Communicative Actions, and lnfﬁrmation Systems

Development

i

Central to Habermas's theory of communicative actioﬁ is its human foeus and
_ dévclopmem of socictics (see Habermas, 1987a, 1987b). Oﬁe of the objectives of
communicative action is to facilitate human panicipation- in decision making process in
systems development and increase their level of understanding and knowledge. These

are necessary ingredients in development in any socicty (Waema, 1996).

[

.T]-.cl,r basic objcc_ﬁ\;c' of human developr-ncnt is to enlarpge the rnnge__ofl ﬁéiplc’s chaices --
..and make development more parti.cipatory and demaciatic (Hul-iman Development
Iicparl, 1991). UNDP defines development as follows: development of the peSp]e, for
th.c people and by the people {cited in Waema, 15:;;96, p. 8). Similarly, if we focus on

transferring ¢panisation (hrough informiition systems development, it must be of the



LE 76

people, for the people and by the people, e 1< the co-operation of aff.  Participation o
pcpple and their involvement is :;n essential aspect of (his kind of information systems
development, 1t allows sharing of knowledge. But this alone is not sufficient. [ we
need 1o achicve human development, then we must pul peaple at the centre of
development process in free and open commumicative interactions, By allowing peaple

to freely and uninterruptedly commuricate then only both human development and

" dévelopment of socicties ean be achicved. This means that sharing of knowledge is an

interactive process of making the right information available to people at the right time

in a comprehensible manner to enable them to act judiciously- enriching the knowleiye

,,ba_sé in the entire mechanism (Nath & Scholar, 2000). Therefore, free and open

i!:g:ommunication plays o significant ‘tole in information systems development and

e

development of socicties (Habcn{%as, 1995, 1987a, 1987b, 1979),

Human communication is recogmised as central problem of “how understanding
possible in general” (MaCarthy, 1982, p.60). It is related 10 thinking process and human

actions. These actions are carried monument of knowledge thal human possesses.

U,—l\derstanding true knowledge in human actions requires free and open communication
M

(Dietz & Lyytinen, 1998; Williams, 1996; Klein & Hirschheim, 1996, 1991,1987;
‘Mingers, 1995; Lyytinen, 1992; Steff & Grimes, 1992; Power & Laughlin, 1992;
Morgan, 1992; Alvesson & Willmott, 1992a, 1992h; Foresle:,\‘ 12031 Murray & Ozanne,

1991; Keys, 1991; Young, 1989; Lyytinen & Hirschheim, 198_8; s augh!m, _1987, Steffy

¥ Grimes, 1986).

a1 :
o) . o

* These authors promoted Habcrmas ] theory of communicative action as basis for

-mvcstlgatmg commumcatwc mfraslruc‘*urc n crgamsauuns and ‘iocwtlcs bccause it is

i
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based on “consensual norms™, which define mutual expectations about how participants

.. in & given situation should behave in terms of communication (Lyylinen & Hirschheim,

3933)- It is based on participatory and democratic way of developing information
systems (Hirschheim & Klein, 1994, 1989}, putling people al the centre of the
developmen.l process, which provides legitimacy and rationality for institullliblnai
arrangcrﬁcnlls and proctice because actions are guided by human reasens (Habermas,

4

1979, 19874, 1987b).

[nformation systems development involves decision about moral value judgements

" because design choices of information systems are made to serve some human interests

} .
\\‘-l‘:‘lt. the expense of others (see Klein & Hirschheim, 1996; Hirschheim & Klein, 1994,
W

I

Yy ) . .
198%). Habermas's theory of communicative sctions provides & rational way to
appmpl:iatc how such value judpements are made. His theory assures that only

legitimised information systems can be developed by giving all the participants cqual

cliances 1o communicate their interests about information systems (Klein & Hirschheim, -

1996). .

Ly

+ Habérmas's communicative rationality, therefore, is concemed with the ultimate

" fundamentals of “good communication” (Klein & Hirschheim, 1991). It provides

“syrnbolic interaction” through the exchange of meanings in language and other media
suéh as sing-systems {Wingers, 1995; Bumell & Morgan, 1979; Silverman, 1970). The
use of language tend to take an important feature the need o expose as closely as
poss_iblc the true meaning and social reality behind words of conumunication (Keys.
1991). Through the use of language, mutual understanding about the worldviews of

systems development is ackieved (Lyytinen & Hirschheim, 1988), It tries to reflect and
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critically examine ke conditions anu seope of our practical, tacit knowledge of how to
engage in organisational conversations and constitute our social worId_ (Dictz &

Lyytinen, 1998).

N.CCL“castej__q.nalysis revealed that information systems development w;zrc conﬂiét 1o
many em]:;lnyces, because they were not given opportunities to participate in systems .
development. Several authors have rccognised the importance of paricipation in
_systcms development success {sece for example, Mumford, 1997, Mumford &

Breekman, 1994; Hirschheim & Klein, 1594, 1989; Land & Hirschheim, 1983).

The case analysis also revealed that information sysiems were developed to support the

technical interesis of systems developers, senior manages and some politicians.

Information systems development was aimed at controlling cmployees. However,

employees wanted management to consider their practical problems in systems
]

i - - .
development, “They wanted to free from the domination. Within this context,
W,

Habermias’s ideal specch situation cnables various stakeholders to resolve these

. conflicts and mutuaily designed cnds of systems development.

In an i(}fa/"-spcech situation, cvery asseriion and utterance of the cemeaunicative
participgnl is carcfully checked against the four validly claims of comprehensibility,
truth, legitimacy, and sincerity referring to the threc worlds of ohjective, intersubjective
and subjective worlds. 1t is an in-depth study about human communication and
communicative patterns of societics, It is a methodology that aimed at an in-depth

investigation of true and rational knowledge latent in societics! The rapg'.}{\ouchl provides a

3
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relentless dedication to appropriately balance the positivist knowledge with socio-
cultural lifeworlds (subjective knowledge) in socicties. [t provides an intersubjective
account of human knowledge {(Mingers, 1995), and reconstructive form of knowledge

(Dietz & Lyytinen, 1998).

What lessens can organisations like NCCL in developing countries leam from
I;f'ﬁbennns‘s theory of communicative actions, particularly from his ideal speech
situation in information systems devetopment? It allows participants to work in a free
and distortion free environment because information systems can be made rationally by
the force of better arguments than by the forces of power and politics or some other

blind appeal to social convention (Klein & Hirschheim, 1996).

The NCCL case revealed that use of power in systems development predominated.

Organisational processors were objectified by narrow deployment of purposive rational

.actions. Therefore, Habermas's approach enables organisational stakehold.ss to inspire

criticism, to facilitate learning, and to raise the overall level of competence in systems
development (Lyytinen & Hirschheim, 1988). H van be argued that if senior managers’
thinking is focused on rational discourse under conditions of relative power symmetry
and rational action, then organisational members become frec from domination of
purposive rationzl actions. Such an assertion coukl be challanged from a Foucaultian
(1982) standpoint, but this docs not mean that attempts 1o ameleriate the sitution would

not be of some benefit.

Using debates in the ideal speech situation, a design ideal can be justificd by human

reasons (Lyylinen & Hirschheim, 1988; Klein & Hirschheim, 1996). For example,



380

management at NCCL understood its cullure as objective, scientific, technical, and
bureaucratic. This culture required decision-making be based on rationality, ie., the
knowledge about existing structures was oflen objectified, The case analysis revealed
that this rationality was fundamen‘ally as odds as with true and Jegitimate rationality of
NCCL. The power structure of NCCL made such rationality more difficult and
forbidden. )
N
i

&

Habermas asserts that rationality means being able to provide and alternatively, to
expect adequate reasons for statements, decisions, and actions. Thus rationality relies
difectly on communication characterised by discussion and argumentation. The validity
or inadequacy of reason is contextually defined. However, NCCL case revealed that
decision-making and actions related to information systems develepment were not
guided by human reasons based on discussions and arguments. Therefore, Habermas’s
ideal speech situation provides opportunities for =l the participants in systems
development to get into discussions and srguments and critically self-understand the
design ideals for information systems development, His ideal speech situation provides
a vehicle for reflective learning which is an essential aspect of human development in a
society (Williams, 1996). It enables participants to talk about the social structures of
work and consequently to increase the level of self-confidence ubout the systems being

developed.

Dehating interrclated issues, aims to induce learning between people that nurtures a
fuller appreciation of each other’s mental model (Flood, 1999, p. 88). It helps to free
participants from inner compulsions, unnecessary linguistic or conceptual biss,

i
unwarranted prejudice, and false beliefs about informaiion systems development

{(Lyytinen & Hirschheim, 1988). The rational discourse in the ideal speech situation
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stimulates critical thinking and encourages sharing of ideas and collective problem
N

solving (Klein & Hirschheim, 1996}

7.4.7 Communicative Actions and Innovation of Information Systems _
I e :

LI

Soeial scientist have been emphasised the importance of the formation of the su:'ucturc :
: _o[‘ an organ.ism for innovations in syslems of national development (Porter, 1990;
Lazonick, 1993; Amsden & Hiknio, 1993, Percz & Soete, 1988). These authors have
emphasised the importance of inoovation in developing countrics to reduce
- technological disparities in those countries (Amsden & Hikino, 1993). This can be
~ achieved through acquiring the capacity for participating in the generation and
improvement of techiiolagies, rather than in simple use of them (Perez & Socte, 1988).
Because it provides opportunitics for participants to refleclively jeamn and innovate

creative information systems to suit their social milieu.

g
e

i .
Since the inception, information sys_t_g_lgs;ﬁ' velopment neglecled the social task it could

pléy in mobilising NCCL towards a better organisation, As the case analysis revealed,
I__(,_{?'in both phases of socio-economic devclopment, the social context of infonmaticn
“ systems development was not critically analysed and reflected npon. It was taken for
granted. From this perspective, the soctal reality was found, observed or modelled rather

, than interpreted or re-created. 'I'his culture annihilated momentum of change by
Icmployees through innovative information systems. Therefore, information systems
development was unable to legitimise and rationalises as means of transforming NCCI:

towards a better organisation.



182

7.4.7.1 Innovation through Reflective Learning

Information systems development should be considered as a learning process in which
érganisalionnl premises should be guestioned (secc Robey, Boudreau & Rose, 2600;
A Flood 199@' Newman & Noble, 1996; Senge, 1990; Argyris, 1982; Argyris & Schon,
19?8 Balcsm\l, 1972). Leamning is an important ¢lement in innovation in information
systems deve\|9pment because social behaviour of individuals is expressed through
social rules and practice that sustain in social culture of & socicty {Stacey, 1996). These
expressed thought represent the agreed upon truth of social behuviour of people in that
society. The social rules of meaning are the tacit knowledge operating within socie-
cultural lifeworlds in a society. By allowing participants to critically reflect upon
through a process of leaming, the true and rational knowledge could be found.
Participants in a society corld be motivated to learn more productively in the generation
of technolegical innovation if changes were made in eritical aspecis of their social
surrounding that generated the leaming of new behaviours propagating continuous

improvement in living conditions (Corea, 2000).

./;; it
)

I . . . .. . .
Habcrmas‘s communicative aclions enable participants to engage in a critical

t\_asswwment of technology being mtro.iuced while innovating new knowledge for
| information systems development bec.’sl..sc the process involves reflective leaming and
creative thinking (Williams, 1996} It__- allows parlicipants to learn new ways of
conceptualising existing activities an’d: identify new polential information systems

supported work structures (Torvinen & Jalonen, 2000). 1t cnables participants to

cooperatively aware lacit knowledge in the socio-cultural lifeworlds in Sri Lanka.
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When participants are engaged in refcclive learning, then the content becomes part of
their own individual systems of thought, enriching and widening it. [t stimuiates
participants’ own thinking processes, Participants would Tean relating lo the world
around them. They undersiand the holistic nature of information systems development,
New questions, new ideas, new perspective arise in their minds and leaning become an
active and alive process of knowledge creation {Steier, 1991). Once the social
environment is created Tavouring such leaming, thinking process works spontancously
in the minds of people and they can know more decply. Reflection must remain an

ongoing process.

Cooperative Icaming by participants sllows 1o critical understarid and reflect upon
mental construction of each individual. In this way, the gencrated knowledge becomes
“forward-leoking” (Murray & Ozanne, 1991). Tt allows truth to be emerged and liberate
people from power, politics, domination, illusions, falsc beliefs, alienalion, and
dehumanisation at werkplace. Such eritical thinking facilitates liteworlds 10 be evolved

as true knowledge tacitly operating in secieties. Flood (1999) writes;

If successful, the process may at some stage bring about changes to
orgenisational rules and practice. Changes might be considered an”
emergence  Tesulting  from  spontaneous  self-organisation  of
interpretive beings around an issue. The dynamic is not directed by a
central authority and does not result from formal rules and practice
(Flood, 1999, p. 87).

Hence, notwithsatnding eritque from other perse:n e {e.g. Founcault (1982)), it may
be argued that there is 2 compelling basis for usiug principles of communicative action

in infermation systems development in orpanisations in Sri Lanka.



384

7. 5 Critique of the Hobermasian Perspective and Reflections on Problems of Applyiny

Communicative Actions

Communicative action is an approach that sceks to incorperate multipie interests of
participants in & rational way. When applied to information systems development, the
approach requires negetiation ang debate between (he participants reparding design
ideals of information systems. This is denc (hrough an ideal speech situation. Although
the traditional cuitural values in St Lanka support the use of communicative actions,
some existing cultural, economic, social, and linguistic barricrs limit t! ¢ applicalion of

thé principles of ideal speech situation.

7.5.1 Cultural Prob].:‘.ms

1. Respect. At a debate, stakcholders are required to ecriticise cxisting management
ideology and issues regarding information systems development to find out true and
rational knowledge. This means, debate involves clashing of Western and Sri
Lankan cultural values. Such a debale, if conducted in Western sociclies, can be
considered as constructive and beneficial (Moares & Gregory, 2000). They may
consider that a debate may help the truth to emerge and be considered as beneficinl
to all the parties. But the social standing in organisations in Sri Lanka does not

. support such a debate. For example, systems analyst said, “ I didn’t want to crcaté

conflicts with my superiors, beczisse our culture is to respect them™ (p. x).

2. High Power Distance, Related to respect is high power distance between superiors

and subordinates in organisations in Sti Lanka. This was evidenced in NCCL case
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analysis, [n such a situation, management expects subordinptes to carry out their
decisions rather than changinp them (p. X “people carry out orders . . "), These
social relations have bocome fixed through the history ol interactions (Clegg, 1989;
Foucault, 1982). In such a context, realising agreed upon truth and rational
knowledge through a critical debate is problematic beeause debate involves
changing established power relations of superiors in favour of disadvantaged
groups. Case analysis revealed that many senior managers did not want to loose

their power.

Social Attitudes. Another aspect of ideal speech situation is its aim of changing
social attitudes of people so that principles of criticism and logical analysis are
elevated above social norms of conformity and acceplance of customs and traditions
{Klein & Hirschheim, 1996). The problem is whether thesc principles of criticism
and logical analysis could be implemented in the present context of organisations in
Sri Lanka. [f successful, the change involves, changing the way of understanding
the world by pecople, Tt involves radical transformation of social behaviour of
human. At present NCCL is managed by a multinational organisation. Majerity of
senior management comprised of people from Western counties. Their thinking is
guided by the positivist ideology. This ideology has becn influenced in forming

lifeworlds understanding and thinking process of the people in those countries.

. Agreed Upon Truth, In ideal specch situation, participants are required to eritically
reflect upon the design ideals of information systems development. This is done
through an open debate. For Habermas, the outcome of the debate is an agreed upon

truth by all the participants who take past in the debate. Rational design includes an
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inclusion of this agreed upon iruth, the value choices of panticipants, as design ideals
of the information systems being developed, However, there are few questions arise

from this agreed upon truth,

(a) Different Realities of the World and Knowledge. What is being reflected in
the agreed upen truth? How do we know whether the agreed upon knowledge
represents the truth of the reality; true representation of the minds of people in
the debate? Western managers and local people understand the reality of the
world differently. If the outcome of the debate represents the reality of the
world, how do we know this reality represems true knowledge in the service of
all the parties? Toulmin {1982) acknowledges that “all of our scientific
explanations and critical readings start from, embody, and imply some
interpretive standpoint, the qﬁestion is which of our positions are rationally
warranted, ressonable or defensible — that is, well-founded rather than
mroundless opinions™ (p. 109). This methodological dilemma appears in
Habermas’s theory of communicative actions .\.vhen applying to organisations

managed by multinational companies operating in S¢i Lanka.

(b) Power Reinforcement. Another question is, how do we knew the agreed upen
truth by participants is in the benefit of all the people in organisation? Or
whether the agreed upon truth and the designed system would reinforce the
power of some people thnse who already contro! and dominate the work force?
It is revealed that the designed of maintenance information system reinforced the
power of engineers. 1t strengthen bureaucracy and scientific rational control

exerted by engineers over other employces and employees (p. x). The agreed
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upon truth by engineers and systems analysts 1o design maintenance system did
not resonate with the broad agenda of liberation of repressed manapers, and
employees. Dreyfus and Dreyfus (1992) arpgue that “all premisses are ultimately
based on surmiscs which serve the purposes of a metalanguage for grounding
and closing an argument. Related to this issuc is the emancipation of human
being from physical (natural or technical), psychological, or social conditions or

forces.

(¢} Emancipation. Majority of Sri Lankans understands emancipation as full
realisation of the truth of the life. It is the awaken of the mind; the
enlightenment, which involves the liberation from all the suffering of human
life, It is achigved in once in the Jife. It is really an achievement of
supramund'z;ne status of human life. Once this is achieved it will not be changed.
NCCL case revealed that agreed upon truth by engineers and systems analyst
had been changed, The managers changed it for their advantages (episodes X
and X}. Therefore, this agreed upon iruth can not be considered as true
emancipation of people. S Lankan people understand the concept of
emancipation broadly than Habermas. As Tsoukas (1992), arpues Habermas’s
approach has failed to provide an adequate metaphysical platform for

emancipating people in organisations.

5. Profits over Socinl Values, Another situation is whether Goldenbank management
would change their values in favour of employees at NCCL. At NCCL, these
managers vepresent as employces of Goldenbank group of companies. The aim of

the Company is 1o make profits. Consider the following statements made by three
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senior managers. The VP Finance: “forcign investors are coming here mainly for
making profits than social services”. The Factory manager; “this Company has to
make profits {o alive”, The VP Manufacturing: “manufacturing process of Cement is
s same as evérywhcrc in Goldenbank group of companies and Sri Lanka has no

option”,

Stiff Attitudes. The above assertions are not simply the assertions of individuals®
concerns but the multinational Company itself. The senior managers at NCCL

implement the decisions of multinational Company but not the decisions of

’ rhanagers themselves. Changing altitudes of a multinational Company is exiremely

difficult, because it bas its own reeords of experience in Jising business in the world,
If the Company does not make progress in profits, ‘I may close down operations at
NCCL. A project manager revealed that “if people do not chanpe their attitudes
towards the Company and adjust their behaviour to suit the needs of the Company,
the Company would have nothing but to close the factory™, In such a situation, it is
hardly to believe that a multinational Company would change its rational plans and

purpesive rationgl actions.

Change of Knowledge, Another situation is that the rational and true knowledge,
supported by the forces of beiter argument may not remain constant, This implies
the fact that communicative actions can transfer between communicative actions and
strategic actions. Episodes X and X provide empirical supporis to show that an
agreed upon knowledge represent an agreed best understanding of what has been
produced at a particular point of time, This knowledge is changed when participants
get more information. Similarly, liberated people become revictimised from later

instrumental and strategic actions of management. This difficulty exists in applying
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Habermas's communicative actions in systems development in organisations in 5ri
&

Lanka.

7.5.2 Economic Problems

1.

Economic Problems and Fear of Criticism.-_:_.Rclatcd to cultural barriers are the
economic and political environments in Sii Lar;i(a. Case analysis revealed that one
of the reasons for resistance to computerised information systems was related to
econamic problems of employees, Generally, in Sti Lanka, pelting a job is difficult

due to high unemployment rate. On average, standard of living is very low

_ compared 1o developed countries. There is a high-income disparity. Poverty level is

very high. Econemy is slowly progressing. [n these comexis, local managers, and
employees would not criticise senior management’s actions openly because of the
fear of loosing their jobs and income. Rather than criticising management actions
they carry oul orders of management (see p. 9). In the worst case they decide to

leave the organisation (see p.).

Living and Poverty Alleviation than Emancipation. Though Sri Lankans are
aware that they are being controlled and suppressed their social behaviour by the
management, their economic problems such as poverty, and unemployment are
considered as important determinants in living and maintaininy, their families. These
ideas were empirically supported. In episode X: ] am working here because, [ can’t
find a similar job. My doctors advised me not te work under sever pressure. . . .”.
Even though employees didn't like the way information systems were developed

{positivist appreach), they did ot continue their strike prolong periods because they

were aware that it would affect to their employment and family income. I episode
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X:". ... Weare poor people secking exira money for our livings. We really anly

* work here fot:money. . . . We wanted to work and carn but niot that way”, in this

! Fala]

Dol . L.
. comext, they remain in the orpanisation even though they do not positively

contribute to_the implementation of the roticnal plans of companies through

information systems development.

= fi _ .,

s

3. Forced Social Chynge and Control. Goldenbank aware of all of these situstions.

' Etﬁployees also z;.:warc that they were being suppressed and alienated by the st;atcgic
and":':'insmzmemal actions of management. Employees wanted managemént to
" consider their lifeworld and economic problems. In spite of the opposition of
employees towards the development of information systems, Goldenbank
_':%nanagem'enl forced employees to use their techniques and methods (p.). Habermas
: \.]has poo_lrly understood the way multinational companies operate in de.veloping;?.

countries and the way they control the socisl behaviour of people in orpanisations

ﬁf " and the whole comnunity in S Lanka, These situations can not be easily changed

through a rational debate.

753 Habermas’s Interpretation of Power: Power as External Force and

Dominalion of Lifeworlds

Habermas's framework assumes that someone or some group is thought to have power

and to use it for some particular purpe se. This means power is conceived s a resouree’
. A

to be possessed, a capacity, a property of actors. At NCCL, employees had the minimal

* power to change the decisions of some peliticians and management. This means power

used consciously as an external force and allowed domination to occur over socio-
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cultural lifewoerlds. 1 distorted sacio-cultural lifeworlds of employees at NCCL.-
Employees experienced uniniended consequences such apathy, anomie, depression,
'ps‘?;;_Popalhulogicu] dieses, and alicnation at work. These social reproductions \u;crc
ré'rs-.;:ggd from the coverl strategic and instrumental actions of management.  In sum, at
NCCL therc was and still is existed an unequal distribution of power relationships
between management and employees. Thus NCCL case supported Hebermas's
interpretation of power in organisations and societics, However, some other aspecis of

power also discovered from the case analysis.

7.5.3.1 Some Problems of Power — Other Varfants of Power Including Critiques of

the Habermasian perspective

1. Power in Social Relatons. In I;all the three phases of NCCL's o“nershii),\\!'
management employed sufficient resources for innovating successful information
systems. However, the NCCL. case analysis revealed that employees ofien vented
their agitation towards the development through their trade union actions,

" Camputerised information systemns changed the rules of tacit knowing of employees
- resided at the deepest level of their understanding of the world; the socio-cultural
lifeworlds. It can be argued that the opposition of employees acted as a major barrier
to develop successful informnation systems at NCCL. They opposed becausc
computerised information syslems development changed t]_aeir ways of
understanding the world and relationship between work and the lifc:l':ln other words,
the computerised systems challenged the locus of their knowledge; the world they
drew meaning for their daily actions and interactions. These kinds of power

relations are recognised by Clegg (1989) in his “Civeuits of Power” who asserts that
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changes in the technology of production and discipline can alter the balance o7

empowerment and disempowerment (pp. 211-39}.

PUWOI; for Mu;ﬁal Co.-n;\fe:ienco. The fact that power is not enly external but also
an attribute of specific relationship is also recognised by Giddens (1985) who séys
that power relations are inherent jo social relationships and may provide for mutual
canvenience of association. Similar]y,.Foucaull (1982) and Clepg {1989) assert that

power relationships in organisations may be conflictual and co-operative as well as

both restrictive and enabling, For Foucault power always resides in the system or in

" the culture we have inherited, and that power necessarily influence and controls us,

3

4.

albeit often in deleterious ways (Giddens, 1985).

i
it

Power and Traditional Culture. Giddens's and Foucault’s interpretation of power

_ relationships alsb supported from the case analysis, These kinds of power relations

exist in trade union activism in organisatiens in S Lanka. In 5ri Lanka, particularly
the leadership of natiomal trade unions represents people from the elite groups. They
are cither related to major political parties or representators of the government.
Organisations' unions are related to thesc netional unions. Trade unions are
representing as vehicle for social and economic justice, in the workplace's
problems, they alse provided for access to political and exercise of traditional
kingships. The exercise of kingship is tooted from the traditional culture of Sti

Lanka.

Micre Polities and Power. The existence of micro power and politics in

organisations also discoveed from the case analysis. In NCCL, people use
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information as power and that power was intimalely connected to knowledge. There

existed conflicts between inler departments interzctions: hetween the information

* technology staff in the head office and thal of in the factory, between intemal and

" external information technology personnel, between user departments and internal

informatian technology personnel, and between user departments and external
information technology persennel. Confiicts also existed intra (within) depastments:
between information technology personnel and the VP of Finance and information
technology, between information technology personnel in user departments and their

superiors. These power conflicts are resulted from the interactions of people.

Power and Historical Roots of Qrganisations. The power struggles appeared at
NCCL are rooted from the historically established bureaucratic, techno-scientific
and rational planning approaches. Consider the assertion of management
information systems manager: “we nced certain amount of power which others don’t
have . .." As Inirona (1996) arpucs that individuals and societies are mutually
constituted and all the heather to known social types are social formations have been
m.a:kcd by central organising principles which incvi.tubly entail certain power
relationships, This means power in social relations can not be removed and resided
within the systems. Such identifications arc cssential in the analysis of power in
organisations. Foucanlt (1982) writes ™. . . there cannot be a society without power

relations is not to say either that those which are established are necessary, or . . .

that power constitutes a fatality at the heart of societies” (p. 223),

Power ﬁnd Entrenchiment of Relationships. At NCCL, user departments were

given power to initiate their own information systems. Many user departments
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welcomed this idea. However, the introduction of information systems in certzin
u;:er departments reinforced already exercised power by managers over other
departments and employees  (episode 10). Wostrup (1995) notes that the
actualisation of Habermas's ideas to over come communicative distortion may lead -
te entrenchment of specific power relationships which are further reinforced by the

forns of technology already depleyed within the crganisation.

7. Change of Power. Habermas's approach s aimed ai changing the status quo in
more radicsl way to empower the disadvantape groups. However, changing power

" altogether is not easy. Establishing such power-independent social relationships that
encourage ideal communication is problematic due to the existing organising of
_work at NCCL. It is unlikely tclla.' have to deal with the power resistance of those
benefiting from the current situ;;;tion {Mingers, 1992). Therefore, understanding
power in social relations is cru;‘.ial. It requires understanding of Clegg's (1989),
Giddens's (1985), and Foucault’s (1982) analysis in addition to Haﬁermas’s

explanation of power in social relations,

‘7532 Education-Problems

1. Level of Education, Related to power are educational levels of the participants.
Critical dcbate requires participation of a wider membership. Ge;ﬁerally, this
includes participants from multinational Company, politicians, managers,
employees, customers and the community members. If successful, the idea of such a

debate is to get wider community participation so that their value choices can be
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included as design ideals of jnformation systems, However, achicving such an

agreement is impractical due 1o level of education of participants in a debate.

Literad and knowledge. Although Sri Lanka has (he sccond highest li't'cracy ;ui'c
in .t_hc South-Asian region, it .c;an not be taken for granted in information systems :
development. High literacy does not imply (hat all the people are highly
knowledgat;le in information technology. Due to the advancement of the
information technology, designing relevant information sysicmié for organisations

has become a challenging task. lts approaches, methedelogies, methods, techniques,

" systems, and tools are highly developed and can not be understood to average

people. Knowledpge about these aspecis is essential at a debate to emerge the true
knowledge. As outlined in chapter three, most of the people in Sri Lanka do not
aware of the modern information technology. In such a context, the outcome of the

debate may not represent the genuine truth agreed by all the partics.

Genuine Interests, On the other hand, most of the people are suffering from
econoniic hardships and malnutrition. In order to debate, first they must understand
what their genuine interests are or should be. Education levels of these community
mcmhers are different from that of the people representing from elite groups.
Economicaily and socially they are disadvantaged. [n such a context, debate can not
take place in a perfectively symmetrical manner, People will not argue all possible
objections and implications of information systems. At best they breed conformity.
Therefore, realising true and rational knowledge could be problematic under these
circumstances. Rather it may preserve the status quo. Related to cducation are some

linguistic barriers of people in Sri Lanka,
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7.5.4 Lingnistic Problems

"

According to Habermas linguistic barriers exist because the rationality of human
communication tends to suffer from contlicting and ambiguous meaning, difficulty in
expressing complex matters, limits of the human brain to comprehend lengthy reports

and other factors which impede mutual understanding (Klein & Hirschheim, 1996).

1. Meaning and Understanding. At NCCL, many cmployees could not understand
the meaning of various concepts related to information systems development {“we
heard the term *felds’ in our paddy fields . . . ). Majority of employees could not
understand the various concepts introduced by management through steering media.
N These concepts were originated from Western socicties and disseminated to

" developing countries. These steering media carried cultural values embed in

Westemn societies of the modernity.

. 2 L’ang_uage and Ugderstanding. At NCCL, majority of employees could r;ot
understand English language as a medium of communication, because they had their
education in national languages such as Sinhala and Tamil, As a result, they could
not understand the meaning of various concepts carried through steering media.
Even a translation of the meaning of these concepts intc natienal languages did not
make much difference in understanding those concepts by employecs, because those
meaning comprised of entirely new meaning cmanalted from the Western countries.

These meaning did not resonate with the way NCCL cmployecs understood the
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world. Briefly, these meaning clashed with the way those NCCL employees
understood the constitutive of the world; their socio-cullural lifeworlds.

Py
s

Language, Thiﬁlking and Expression. Due to lack of understanding of the meaning
of concepts carried through stecring media, employees could not fully express their
views at training programs and communication. This created a gap between
understanding the actual meaning of concepts and expressing their thoughts. For
example Whorf (1956) asserts that the language one uses will determine the breadth
and depth of ideas that can be communicated. This means that what one can think of
" is constrained by the language that one has to express these thoughts, The intimate
connection betwecn language and thought is also central 10 Wittgenstein (1933).
Maturana (1988, 1978) and Maturanna and Varcla (1987, 1980) show that
perception and cognition are incvitably subject dependent, but that language is
intersubjective — based on common experience and implicit agreement {Mingers,

1995, 1989; also see Winorgard, 1987, Winograd & Flores, 1986).

. Muteal Understanding and Language, Thus use of person’s own language of
understanding and expressing thoughts is vital in human communication. At NCCL
the language difficuity exists in designing ideals for information systems
development, because people can not fully express their thoughts using English, As
a result, there exist problems in reaching mutual understanding of participants in
communicative interactions. This problem was and still is remained as a major
bartier in transforming NCCL towards a better organisation through information

systems development,

Language as » Medium Power. Anather factor that discouraged debate at NCCL

was fear to talk with senior managers. This means that the existing environment
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does not encourage discussions, For example, an operation manager stated that “lhe
freedom 1o talk with people had withdrawn here. Employees curried out orders with
fear psychosis”. Habermas's asserts that repressed partics can be free only through
the use of language, because arguments presented at discussions arc checked against
the four validly claims, However, at NCCL, senior manayers used language itself as
a medium of power, At preseat, the situation is complicated because NCCL is

controlled by a muitinational organisaticn.

7.6 Conclusion

7.6.1 Recommendations for Successful Information Systems Development

1. Cooperation, Collaborative work of politicians, government officials, senior

= and middle level managers, information technology staff, other employees, and
other beneficiaries such as customers is essential to share their knowledge for

systems development. Information systems development is 2 group effort than

an individual one. It involves much more than designing a technical system.

Group spirituality must be cncouraged within crganisations and their value

choices must be included as desipn idenls of information systems development.

Once group spirituality is recognised and become institutionalised practice,

people develop loyalty to each other. People don't see diffcrently between

themselves and the NCCL.

Information systems devclopment should be understood as “problem-posing”
activity (Friere, 1986). In problem-posing activity, “individuals develep their
power to perceive eritically the way they cxist in the world with which and in

which they find themselves; they come to see the world not ng a statie reality,
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but as a reality in process, in transformation” (ibid, pp. 70-1). Then only
individuals see themselves as conscious beinps able to eet and change the
existing vicws regarding systems development. They cen reflectively understand
the reality of information sysicms devclopment and transform thoughts through

actions.

Socio-cultural Lifeworlds and Tacit Knowledge. Socio cultural values such as

working collectively, sharing knowledge with others, mutual understanding,
informal communication, trust and respect are part and parts of So Lanka's
socio-culture. What is necessary is to understand the importance of this socio-
cultural knowledge and include that tacit knowledge in information systems
development. Management can make use of such tacit knowledge to innovate
successful information systems. Once these social vajues have been introduced as
institutionalised practice, they become built into human actions. Most of the
problems outlined in the previous sections can be over come if information
sysiems arc developed following societal norms, expectations, and values which
arc used to engage in a search for understanding {Goles & Hirschheim, 2000).
The true representation of mindsets of individuals in information systems is an
essential aspect of success in any information system because knowledge only
has value if it is applied considering the local :..nditions that make up that

knowledge — thus people must be able to use that knowledpe.

Local Knowledge. Information systems must incorporate local knowledge. This
means, information systems must be designed to meet the local conditions
considering the locally available, knowledge, resources, techniques, methods,

and approaches to suit the needs of the people in that country,
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4. ; Institutional Arrangements for Reflective Learning. Opportunitics for reflective
i
' learning through social interaction must be introduced. Once socio-cultural lifeworlds
are introduced ns institutional planning and decision making, creative thinking
becomes active autonomous part in human minds. It is necessary that NCCL
management to remove all the barriers that inhibit tacit knowledge to emerge out by
employing communicative actions, This requires not only Jisten ta the words but also

listen to the problems of people.

S, Attitudinal Change of Managers. This involves educating managers about the
implications of their current approaches {Nord & Jermir, 1992), and changing their
attitudes towards the use of communicative actions. However, the end aim of this
endower is to incorporate tacit knowledpe in socio-cultural lifewerlds in systems
development to create new information system that benefit to large stakeholder
groups. The history of information systems development at NCCL revealed that they
were failed because information systems development was not developed according

to the needs of socic-cultural lifeworlds,

BALearning from Failures, The present management can learn lessons from the past
failures of information systems and reflect upon them {see Lyytinen & Robey,
1999). It is really the breakdown of communication and the inteiligence systems at
NCCL. The present problems are the reproduction of the wrong application of the
posﬂivist approach in information systerns development in the past. In contrast to
the positivist approach, problem-posing approach to systemns development involves
forward looking, imapinative, and practical (Murmray & Ozanne, (991). This
approach helps NCCL to develop relevant information systems that fits with the

mindsets of people in Sri Lanka.
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EBsocio-culturally Relevant Information Systems. Sincc the inception of

8.

information systems development at NCCL, whether they were manual or
computerised, management used 8s an externul force to control work and
dehumanised the workplace relationships. If the present management is truly
seeking to transfort NCCL tewards an effeclive organisation through the
application of information technology, then they must first understand the problems
of the positivist approach and changed their attitudes and approaches according to

the needs of secio-cultural lifewurlds in 5ri Lanka.

" NCCL must adequately include socio culturai norms, expectations, values that

represent mindsets of pevple. It also requires use of locally available informatica
systems methods, techniques, tools, and expertise, which are valved and understoed
by people in Sri Lanka. Real change through information systems needs to spring
from social contexts and historical experience of Sri Lanka. NCCI. must understand
the helistic nature of information systems development. Such an understanding
supports management for both the transformation of NCCL and socio-cconomic
development of Sri Lanka through the development of innovative information

systems.

Use of Languages. Use of local languages in systems development process
encourapes participants to think and express their views as they occur within their

minds (sce, p. X. and 7.5.4 above).

Academic and Tralning Institutions. Collaborative work by NCCL management
with academic and training institutions to change of academic curricula in fraining
institutions both in the public and private scctors. This involves changing the

dominant mode of teaching; i.e. positivist approach to communicative actions. So
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those trainces hecome creative thinkers beeausc their training involves reflective
learning (if intcoduced). Reflective leamning invelves an illumination of the truth of

the world, It involves the true understanding of the self of a person,

7.6.2 Conclusion about Research Questions: Implication for Information

Systems Research

This research empirically studied five research questions:

Firstly, What impact the state control policies had on Information System‘;]“deve!apmem
an_d practice in the organisational socio-cidturatl lifeworlds? The implications of state
control pelicies {phase 1a) on information systems development have been discussed
and analysed in episedes 1-3 and state control policies with open economic policies

(phase 1b) in episodes 4-5. These implications are further summarised in section 7.1

The research discovered that governments’ policies often influenced in shaping
jnstitational planning at NCCL and in tum these policies were included as objectives of
information systems development. In all the five episedes, development of information
systems emerged from the consideration regarding political and management

accountability of funds towards the public through parliament.

NCCL introduced information systems as steering media of techniques and strﬁtegies to
formally control workplace relationships and improve the efficiency and effectiveness
of performance. Generally, information systems as steering media (means) did not
resonate with the needs of lifeworlds. Rnther, information syste;ns engendered and

clashed with historically established so¢'n cultural lifewerlds of employees, As a result,
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employees, through their unions, often resisted povemments’ reforms. Therefore,
NCCL eould not transform lowards a better organisation through information systems
development. Therefore, it can be concluded that stale control policies had clear

implications for information systems development at NCCL.,

Secondly, What impact the neo-classical economic policies had on Information Systems
development and practice in the organisational socio-cudtural lifewordds? The impact
of privatisation of NCCL and iniroduction of open economic policics have been
discussed and analysed lengthy in episodes 6-10 and summarised in pp. XX. In episode
6, information systems were emerged from the considerations regarding change of
ownership from the government control to an individual business entrepreneur; namely, .
Yawakkal (phase 2a). In episodes 7-10, information systems were emerged from the
considerations regarding the change of ownership from Yawakkal 1o Goldenbank
Company {phase 2b). Under the both ownerships, NCCL focused on improving

efficiency and cffectiveness while changing social behaviour of employeces.

Yawakkal introduced computerised information systems as steering media to achieve
econemic rational objectives. These rational objectives represented as objectives of
informaticn systems development. Goldenbank transferred various management
techniques, methods, steering media and corporate culture to NCCL. Goldenbank vision
and objectives were taken as objectives of information systems development. In beth
cases, lifewerlds needs were not included as objectives of information systems

development,
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1n both cases. information systems development could not nssist to improve efficicncy
and ci't'ccl_ivcncss of NCCL due 1o the resistance from employees. They opposed
information systems development, As steering media, information systems engendered
and clashed with the socio-cultural lifeworlds of employees at NCCL and did not
resolve employces’ cconomic pruhlemS. As a resull, NCCL could not transform
towards a better organisation through information sj(stems development. Thus, it can ‘Jl:
concluded that neo-classical policies and change of ownership of NCCL from the state
control to a single owner and a multinational Company had clear implications for

By

infermation systems development.

i
Thirdly, What approaches taken by the managemen_r!: inte consideration  when
developing and implementing Information Systems in the ofﬁ;anfsation? The ten
episodes discussed and analysed in chapter six and consequentiy sumrnarised in section
XX revealed that information systems development at NCCL followed non-reflective
positivist appreach. Information systems, methods, techniques, tocls, and expertise were” ’
transferred to NCCL from the Westemn countries, It can be concluded that these WEstcrn
techno-scientific, economically rationzl approaches, rational burcaucracy, and
instrumental and strategic rationalities inhibited transferring NCCL towards a better
i
organisation through effective information systems development. This non-reﬂell}lf:ti\{e:’i"'
_ positivist rationality often contradicted with the rationality emanated from the

conditions in the social context of Sri Lanka.

It

Fourthly, How much are cultural, social, economic, and organisational contexts taken
by the management into consideration in Information Sysiems development and practice

in the organisation? And Why? The ten episodic analyses revcaled thal information
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systems development did not consider within broad social contexts of Sri Lanka.
Nonetheless, the section 7,3 explaing how social conlexts of Sri Lanka influenced and

shaped information systerns development at NCCL.

In both phases of socia-economic development, information systems development were
subject to the domination of those who were in power. Information systems were used
as external forces to control and dehumanise workplace relationships. Thercfore, it can
“be concluded that information sysiems development within state control phase (phase 1a
and ib) supported to maintain state capitalism and infonnatiﬁn systems development
within open economic policies (phase 2a and 2b) supported to maintenance of market
capitalism. In both phases, information systems development supperied to the
preservation of the status quo. NCCL could not change towards a successful

organisation through effective information systems development.

Finally, How do such findings contribute (o the theory and practice of Infor]:}f.fdif.c.).r.:
Sy,lﬂems development? The case analysis revealed that ignorance of social contexts led
to unintended dilemmas and conscquences. It. led to the prowth of bureaueratic
infighting, objectification of lifeworlds, the maintenance of the status quo, increased
expression of alienation, personal anomie, depression, apathy, psychopathological
decease, strikes, withdrawal of motivation to work, failures of information systems,
peor performance, losses in operations and conflicts at NCCL. If 1 were look back
reflectively, these unintendzd consequences of information systems dcvclopmem and
practice resulted duc to the inability of management to develop successful infon‘n.n.t'ion
systems considering lhe tacit knowledpe of socio-cuitural lifeworlds of employees at

NCCL.,
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As explained in section 7.4, Habermas's critical social theory can be used as a theory,
though it has some problems, uutlinéa in section 7.5, to overcome or {0 minimise the
occurrences of above mentioned unintended consequences of NCCL. Generally, his
theory can be used to guide information systems developers, manapgers at NCCL, policy
makers in the government, owners of Goldembank, and information systems researchers
to innovate successful information systems considering the social socil context of S
Lanka. [n particular Habermas's theory can be used helped other organisations in Sri
Lanka and organisations in other developing countries since his theory focuses on
hetistic nature to infonnatiill'on systems development and practice in organisations (sec

scetion 7.3).

Habermas's critical social theory helps pelicy makers in the government, managers and
other employees in the organisations, and researchers in infmmati.{ln systems to
understand the wholeness of information systems development and practice within
broad socio-cultural, economic and political contexts of a country rather than just
focusing only on organisational level analysis, Thus, findings of this rcs::arch sheds
new light in information systems research and addresses a long felt need and lacuna of
information systems development research both in the developed and developing

countries,

7.6.3 Rescarch Coniribution to Knowledge in General

In this rescarch 1 investigated information systems development and practice in a

privatised state ewned industrial enterprise (NCCL) in 8i Lanka over a period between



407

1958-2000. Objcctives in my study were: 1. To understand the approaches used by
organisations in St Lanka for information systems development. 2. To understand how
these approaches contradict with organisational, socio-cultural, economic and political
realities of organisations in Sri Lanka, 3, To provide a theory to understand information
systems development praclicc in 5ri Lanka. 4. To make recommendations for successful

information systems development and practice in organisations in Sri Lanka.

Making contributicns to the knowledge of information systems practice and usage in Sri
Lanka, and by readers’ generalization to developing countries in general, the research
discovered that information systems development at NCCL existed within broadly
related.' but interlocking socio-cultural, economic, and political and administrative
structures, These social structures formed the contexts for NCCL and information
systems development. The analyses revealed how information systems development
was shaped by and shaped NCCL reality through socio-cultural, economic, and political

contexts in Sri Lanka.

Eoth the state control policies and the neo-classical eeonumic policies had impacts on
information systems development and engendered socio-cultural lifewerlds of
employees. Information systems development followed positivist approach with values
embedded in the Western societies. The techno-scientific, cconomic and purposive
rational approaches together with hiphly institutionalised burcaucracy and political
apertures contradicted with the social reality of NCCL. These consequences prevented
NCCL becoming successful orgenisation through innovative information systems

development,
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As little or no prior research as has done, to the author's knowledge, ihis study has
found that (alurmation systems development requires represcatation of the mindsets of
people in the country. This representation can be achieved if information systems are
developed following socio-cultural norms, values, and expectations which arc used to
guide the thinking process and understanding the reality of the world by the people in
that country, Lifeworlds of peop'. represent such socic-cultural values, norms, and
expectations. They represent the mindsets and tacit understanding of the world by the
peaple. Misrepresentation of lifewoilds’s knowledge or understanding in information
systems lead to clashes and difficulties such as those manifested in the episodes
sketched in chapter six and management tend to experience difficulties in realising their

objectives in organisations.

Making a substantial contribution to research in dvveloping countries, it is clear from
the case analysis that Westem positivisi-based knowledge, related to information
systemns deveclopment and usape, can not be directly transferred to organisations in Sri
Lanka and that such knowledge alone can not be considered as adequate for information
systems development, It is also cvident that information svstems, its technology, tools,
methods, and expertise are socially constructed from the experiences emanated from
social contexts of Sti Lank than imposed upon from the experiences of Western
positivist thinking of modemity, The NCCL case revealed that infarmation systems
development becomes effective only when it is truly appropriated by the knowledge of

participants in the social contexts in Sri Lanka.

NCCL must take their employees more seriously. It must understand the mindsets of

people. Understanding of mindsets of people means understanding the soefo-cultural
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lifewerlds of people in Sri Lanka., That knowledpe represents the best available
knowledpe for information syslems development 1o innovate successful information
systems, Itinformation systems were developed using such knewledge, then employees,

management, NCCL itself and the whole society would benefit from the development of

5

information systems. Such an endeavour would cnhance the socioséconomic
development by alleviating poverty and increasing living standards of people in Sri
Lanka, Such findings would enhance the theory and the practice of jnformation systems

development in organisations in developing countries,

7.6.4 Future Research Opportunities

Several issues discussed under the limitations (see section 4.2 of chapter one) are seen

as possible extensions and opportunities for future research.

Firstly, further research could be undertaken o change social attitudes of managers and
other employecs to make them critically aware of the problems of current information
systems development and practice and change into communicative actions, In this
research setling, the researcher is requircd to activity involve in the information systems
‘development projects and change the social attitudes of participants. The aim would be
to use communicative actions in information systems development and to incorporate

tacit knowledge of participants in information systems development projects.

Secondly, more in-depth and cross sectional research design can be included
participants representing from owners of the muitinational company,. customers,

suppliers, managers other employees at NCCL end competitors and studicd within the
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historical and socind contexts of Sri Lanka, Parallel conclusions for success ot failures of
information systems develepment and practice can be made comparing the results wilh

similar type of organisations,

Thirdly, more in-depth case studics could be undertaken in other privatised industrial
organisations, service oriented orpanisations such as insurance and hotel industries. It is
also possible to study information systems development and practices in privately
owned companies. All these research need to study within historical and social contexts
of St Lapka employing criticul__:?sccinl theory. The aim of such holistic researches
would be to find out whether ﬂ;cre are real differences within the industry and inter
industry pertaining to information systems development and practices. Additionally,
within these research, problems (such as cultural, economie, 1 wer, educational,
linguistic and so on) of the application of Habermas eritical social theory could be

further studied and analysed.

Fourthly, another possible exlension of future research would be to critically study
organisations that have succeeded in both developing and implementing information
systems across social contexts in Srl Lanka. Apparent successes in information systems
development and implementation can be made by iterating theory with empirical data in
the studied orpanisations and these success stories can be used to enhance the

productivity of failed organisations both in the privatised and private orpanisations.

Fifthiy, the socio-culture gs netional culture as stated in the limitation can be further
cxplored and analysed. [s it uniquely national socio-culture or a blend of Asian and

Western? Is it uniquely the national socio-culture or socio-culturc embedded in
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organisationzl values and practices? How these socio-cultural clement truly make
impact on success on orpanisalions and how is it powerful as teams in innovating
information systems development? These areas could be explored further in future

research.

Finally, a further rescarch can be conducted in other developing countries using the
similar framework and thus conclusions can be made whether conclusions made in this

study replicate in other developing countires.

[
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