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ABSTRACT

Purpose

Technology-based accounting innovation (TBAI) isiarportant enabler for many
organisations who need to transform their accogritimctions. Generally, adoptions
of accounting innovations have been low and TBAlparticular has focused on
Enterprise Resource Planning (ERP) but has hadteldimapplicability. Many
accounting innovations and TBAI studies focus dati@nships with accounting as
'supplier’ and elsewhere in business as 'consuaoferhnovation, but there is
insufficient focus on 'supply-side’, insufficienbcis on adoption within the
accounting functions, and still a need for morecpss studies to explain the
continuous relationships. Furthermore, TBAI havieas as shown by findings in the
extant literature, but they do not necessarily mersthe effects for and within
accounting functions. Using actor-network theoryaakens, this thesis investigates
how TBAIs emerge and stabilise within accountingclions and consequently what
effects they have for and within the accountingctions.

Design/methodology/approach

Using an ethnographic research method, this thegestigates a case study of a large
multi-national Australian financial company. Orgsational actors were followed for
a period of up to four years to gather evidencha¥ accountants adopt technology-
based accounting innovations.

Findings

The pattern of adoption observed in the case studgests that accounting functions
are not homogeneous and total buy-in is requirethimithe heterogeneous
community. Consequently accounting and IT relatigps are critical and there is a
need to overcome functional silos to achieve intiomaadoption. However, the
process of innovation adoption is not linear whandd and acceptance is implied as
in Diffusion of Innovation (DOI) or Technology Acpance Model (TAM), but is a
process of translation where adoption is progresaivd precarious. Once adopted,
TBAI leads to financial function benefits from tk&engthening of inscriptions and
appearance of new inscriptions. Interestingly, TB&lko leads to unintended
consequences in terms of changing of existing eegueriphery relations
(empowerment) and creation of new centre-periphagtions (regionalisation).

Practical implications

Based on the findings, it is possible to help orgmtions deliver TBAI within
accounting functions by focusing on important rielahips such as accounting and
IT partnerships; by understanding the continuitgd @necariousness of the adoption
process; and by understanding the effects of TBRdp#on via the emergences of
new objects.

Originality/value

This thesis provides useful ‘early in the piecesights for organisations wishing to
embark on creating technology-based accounting vemans for and within
accounting functions.

Keywords: technology-based accounting innovations, actorodt theory,
sociology of translation, innovation adoption, ERP
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CHAPTER ONE

Thesis Overview

1.1 Introduction

This thesis looks at the emergence and consequérieehnology-based accounting
innovations as implemented in the accounting divisiof a large organisation. It uses
a field-based ethnographical case study to exahvmean accounting innovation was
accepted within a group of accounting users, aneffiects for these organisational
participants. The research poses core questiomewfaccountants and innovations
interact in the social environment of the orgamisgtin order to explore the
accounting process changes in the organisatioheamtidst of innovation adoption.
Its contribution is to fill a gap in the literatun@ explaining how accountants
contribute to the adoption of accounting innovasioand are affected by its

consequences.

1.2 Background

Internationally, accounting is in a period of chandriven by several factors. These
can be broadly identified as the Global Financiaisi€ (GFC), attempts at
international harmonisation of accounting standarcllls to extend traditional
financial reporting to incorporate a range of othesasures, and developments in
information technology (IT) based accounting inntewa In particular, this study
focuses on the adoption of technology-based acowuimnovations, and on the role

of the accountant in the adoption of accountingv@ations.
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The impact of financial crises is twofold. Orgamigas seek financial innovations to
help them survive in a crisis, recognising tha@ficial innovations are crucial to
running the business and are not just for compéanihe GFC has made this
particularly relevant to organisations internatibnaAlthough Australia is seen to
have been less impacted by the GFC, it has suffeygabrate collapses, as have other
countries across the globe. These failures, su¢theaBabcock & Brown liquidation
(2010, p. 159), have led to an examination of thle of accounting. The role of
single individuals, in particular accountants, orporate collapses has been brought
into the spotlight. These recent accounting scandalAustralia and abroad, have led
to increasing pressure for improvements in the w@attiog reporting process.
Investigations into corporate governance in refatim corporate collapses (Battersby
2012; Colvin & Glanville 2005) have centred on wieetdirectors could have known
of impending disasters earlier, based solely omrmative accounting reports, or

whether these accounting functions must innovadeiraprove timeliness.

Additionally, there are moves around the world &rhonise accounting standards.
Harmonisation and th8abarnes-Oxley Act of 2002 the United States bring new
reporting requirements. While these are likely tondp benefits, such as increased
competition, lower cost structures and improvedfgrerance measurements, they

also place pressure on organisations to complyinieg accounting innovation.

At the same time, there have been calls to exteditibnal financial reporting to
incorporate a range of other measures (ICAEW 19003). Criticisms of traditional
financial reporting inspires research in areas sscimtellectual capital (IC) reporting,

the balanced scorecard (BSC), and sustainabiliporting, which attempt to
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incorporate non-financial measures of an orgameaivalue and activities such as
through integrated reporting initiatives (IIRC 201Beyond traditional financial

reporting comes ‘improved’ performance measurescoinomic value added (EVA)
that have fuelled advances in management resgamr@ttice and consultancy (lttner
& Larcker 1998). Moves to extend traditional finadeeporting incorporate adoption
of accounting innovations, and for innovative repgy to be successfully adopted by
every organisation, impact on intangible assetsichvihave been grossly under-

recognised in company balance sheets (Edvinssor; Ea¥insson et al. 2004).

Finally, IT-based accounting innovations, such remrise resource planning (ERP)
systems, have spawned new discussions on the awfitb justifications of

innovation expenditure in IT. Of particular interde this research is the study of
actor-network models of IT systems and the evidericgccounting benefits derived

from ERP systems (Kanellou & Spathis 2013).

The factors outlined above suggest that accoumimgvations have potential benefits
for organisations. Observing how innovation canngegathe organisation in terms of
new activities, decision-making points and detaifgdcess improvements in turn
make possible an understanding of how innovatiopaicts the broader organisation

through the decision-making process.

Thus the first important issue to be investigatethis thesis is:

I1: There is significant demand to transform acdium
functions and technology-based accounting innovaisoan

important enabler.
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Two specific challenges for the accounting commupén be identified. First, there
is low evidence of take-up in current existing ferof innovation, such as activity-
based costing (ABC) (Alcouffe 2002, 2004), intelled capital (IC) measurement
and reporting (Guthrie 2001; Guthrie & Petty 2008)pnomic value added (EVA)
(Cuganesan, Free & Briers 2004; Ittner & Larcker98)9 and international

standardisation (ICAEW 1999, 2003; Tweedie 2005)sufficient take-up of

innovations in organisations puts additional presson cost justifications in the
development of such innovations. Failure to innevperpetuates the continuing

problems of conventional accounting processes.

Importantly, in spite of evidence that accountaud ‘disciplinary’ knowledge to the
rest of an organisation (Cuganesan, Gibson & PEI87), studies still show most
accounting work is ‘data collection’ and not an@y@Hope & Fraser 2003). These
authors indicate that accounting personnel sperfd @B their time gathering data
rather than analysing and interpreting financiahbars. Hence, this thesis considers
the role of the accountant in the organisationsTocus is important and timely given
that recent strings of corporate scandals (Enrampp&ation, HIH Insurance, One.Tel
Ltd, and WorldCom) have identified individuals wriththe accounting function as

responsible, at least in part, for corporate failur

Thus the second important issue to be investigatéus thesis is:

12:  Adoption of accounting innovation generallyltsv (except

Balance Scorecard) and there is a need to examine
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technology-based accounting innovations in accognti

functions.

So how can accountants contribute to the effectagoption of accounting

innovation? Accountants are usually constrainetni@minstream’ accounting because
of their training and educational background. Thehool of thought provides a
cornerstone of the accounting discipline. Cuganemash Gibson (1997) describe
‘mainstream’ as a state where accountants “prowdsystem of information to

support the exercise of rational behaviour” and semaining conflict is labelled as
dysfunctional. At the same time, accountants ase aktors in a network, and the
accounting processes are actants themselves (Bri€taia 2001). Thus it is possible
for accountants to utilise their discipline in aelBing the issue of innovation
adoption for and within the accounting functions #&chnology-based accounting
innovations are adopted, it is possible to obséntbe ‘mainstream’ value system

also changes.

While there are a number of studies examining ado@nd diffusion in accounting,
few focus on how accountants and the accountingegsses change with the
introduction of technology-based accounting innmret. It has been observed that
accounting innovations such as activity-based sgg#A\BC), ERP and new forms of
performance reporting and measurement have aisgnifimpact on the organisation
in terms of cost structure, competitiveness anadmsational effectiveness (Alcouffe,
Berland & Levant 2008; Malmi 1999); however, fewdies examine the impact on
accountants and the processes in the accountietjdanlt is known that accountants

typically play an innovative role in the implemetida of AIS projects either as users,
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trainers, and/or joint developers with IT. Thisdedo the aims and contributions of

this study.

1.3 Aims and Contributions of this Thesis

1.3.1 Thesis Aims

Given the accounting landscape outlined in Secti@nthe objective of this study is
to understand the implications for accountants @ganisations of technology-based

accounting innovations. The research asks theviollp two research questions:

Q1: How does technology-based accounting innova{ibBAI)

emerge and stabilise within accounting functions?

Q2: What effects does a technology-based accoumimgyation

have for and within accounting functions?

This thesis argues that there is a gap in theatitee, and a potential to inform
practice in response to the above questions. Fewmliest of technology-based
accounting innovations (such as ERP) deal with ggses and how these processes
improve the accounting-related outcomes being tya&t®d. There are two aspects to
this gap in the literature: the ‘supplier’ or buwtdof technology-based accounting
innovations; and accounting as ‘consumer’ of te@bgywbased accounting
innovations such as the ERPs. In the literatureevesd for this research, there is
insufficient focus on the ‘supply side’, insufficie focus on adoption within the
accounting functions, and a need for more proceglies to explain the continuous

relationships. Thus, this thesis aims to estalfistv technology-based accounting
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innovation emerges and stabilises in the accounfumygtion — that is, how

accountants make this happen. It also measuresfthets of the emergence of
accounting innovation, specifically in relation ttee accounting function. It does so
by incorporating the study of actor and technolagyefacts in the case study
organisations, in the Australian finance industdence, it takes a socially-based

approach to follow accountants and artefacts irctrgext of their environment.

As part of the above, this thesis also attemptsxamine the current practice in IT,
providing observations between IT practitioners aheé user community (the
accounting function) that they service — in patacthow the accounting function
provides feedback to software development procemsgésubsequent adoption. Prior
studies on innovation adoption have usually reporée monotonic increase of
adoption over time for a given population. Howevier,a case study of a large
organisation, the individual divisions/sub-orgatias may experience different
processes of adoption and interaction betweenTttieniction and the user group. The
thesis examines how IT practitioners and the adoogifunction cooperate to build

and stabilise accounting innovations.
1.3.2 Contribution of this Research

In asking how accounting innovations are adoptee focus is on the early phase of
the organisation, where influences are found thape the outcomes for the future.
This is at the point where things are open, andcethee many lessons to be learned.
By investigating the effects of the innovations ttve larger organisation, a more
complete picture is revealed of the role of accant®, and the accounting function in

the organisation.
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The research focuses on the Australian insurandestry and uses actor-network
theory as a lens through which to examine the odleactors in the case study
organisation. In this case study, three accountingtions in the industry were
studied: an Australasian head office that receifieancial data from branch
operations in different countries and consolidéitese for senior managers, which is
the basis of innovation for the group; a mid-sizeiaf operation wholly based
(including accounting function) in Singapore, inie pressure to create financial
reports for operational managers makes innova&ss possible; and a large New
Zealand (NZ) operation which implements its ownaoagging information system
(AIS) innovations, and is able to ensure that thase used by other accounting

functions (including Head Office) as well.

To make a significant contribution to knowledge, ddaarie Graduate School of
Management (MGSM) at Macquarie University requitest a thesis for a Doctorate
in Business Administration (DBA) be developed witle following two questions of

significance in mind:

1. Does the thesis make a distinct contribution toithprovement of
professional practice or policy in the field of ess
administration?

2. Does the thesis afford evidence of originality shaither by the
discovery of new facts or by the exercise of inddeet critical

power?

The contribution of this thesis is in the followintpree key areas. Firstly, a

contribution to accounting and management professipractice is possible as the
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study uncovers factors that affect the adoptiomobvations specifically in financial
reporting for shareholder interests as well asfatutory accounting bodies. Progress
in standardisation of International Financial Rejgr Standards (IFRS) will benefit
because the study identifies factors that increhseadoption of AIS innovations.
These provide a rationale for countries and orgdioiss to adopt internationally
recognised financial reporting standards, which likely to increase competition,

lower cost structures and improve performance nreasents.

Secondly, the study contributes to Australian oigmional policy making by

examining how accounting innovations affect theaoigation and how the adoption
of innovations affects the innovations in turn. §hias policy implications in

identifying and justifying resources allocated t@ensive technology projects such
as ERP and AIS. Of particular interest is the fooasnter-actor relationships within
organisations, how alliances are formed and whiadusates these relationships. The
findings may provide useful information for orgaatisns to justify the development

of new innovative projects in IT and accounting.

Lastly, the thesis is a contribution to the reseamsuggesting new directions in
investigating innovation adoption in the accountihghction that may explain
dimensions not fully explored by either diffusidredry or actor-network models. The
contribution is derived from the combination of thetor network approach and the
specific circumstances of accountants in the Aliatrafinancial community with

empirical data.
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1.4 Thesis Structure

Figure 1.1 gives an overview of the structure o$ timesis. It shows the different

focus of each chapter.

Figure 1.1 Thesis Structure Overview

Chapter 1: Chapter 2: Chapter 3: Chapters 4,5, 6: Chapter 7:
Thesis Overview Literature Review Theory Empirical Findings Conclusions

Importantissues
aboutaccounting
functions and
technology-based
accounting
innovations (TBAI)

Core research
questions aboutthe
emergence and
effects of TBAI using
Actor-Network
Theoryaslens

Significant
contributions to
managementand
accounting practice

Gapsinthe literature
of studies in accounting
innovations, accounting
functions and
innovation adoption

Findings from an
ethnographic study of
alarge multinational
insurance firmin
Australia

Important issues are Gaps suggested the Through ANT lens, Findings provided Contributions are
worth investigating in directions and aims of thesisaimed to answers to the reflected from the
a DBA Thesis. this thesis. answer research research questions. findings.

guestions.

The thesis is structured in seven chapters. Eaeptehis outlined in more detail

below.

Chapter 1 Thesis Overview
This provides an introduction to the thesis, disousgthe background to the research,
the aims and motivations and the contributionsrtdgssional practice and policy in

the field of business administration.

Chapter 2 Literature Review

This discusses the patterns and the potential gafse literature about innovation
adoption. It provides a focused summary about teldgy-based accounting
innovations and the empirical studies that invotlie accounting function in an
adoption process of innovative accounting systehine patterns observed in this
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review allow for the identification of potential ggto be pursued and inform the core

research questions.

Chapter 3 Actor-Network Theory

This introduces actor-network theory (ANT) as therensuitable theoretical lens with
which to study the phenomenon of technology-basedvation adoptions by the
accounting function. Many researchers have useat-aetwork theory to explore the
process of accounting innovation adoption in th@aaorsation by accountants
(Alcouffe, 2002) because of evidence in the emeargef actors forming alliances in
a networked environment. Other models of innovatiare also presented (Briers &
Chua 2001), and in doing so, the thesis explaing AT was chosen as the model

to use in this research.

Chapter 4 Methodology
This explains the ethnographic model of the rese@rocess. It describes how the
data was collected, analysed and evaluated byeg®archer, who was embedded in

the organisation.

Chapter 5 Building the Innovation

This describes and analyses the information gathieréhe case study organisation.
The actor and artefacts are identified and by uiegnformation provided by these
actors, the chapter follows them in their journdytranslation. The journey can be
described in four moments and these moments apedaiscribed from the point of
view of the actors. This chapter attempts to andWerfirst research question and

assesses how organisations build accounting iniomgat
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Chapter 6 Effects of the Innovation

This describes what happened after the accounimgyation was built in the FINCO
(the pseudonym for the case-study organisationferAhe mobilisation moment, a
network emerged that consequently affected thenisgaon. This chapter attempts to
answer the second research question and outlimeBndis in relation to how
accounting innovations when adopted - affect thewating function at a very early

stage in the financial reporting process.

Chapter 7 Conclusions

This describes the effects of the actor-networkhenorganisations, accountants and
accounting innovations as it travels through time apace. The issues identified in
this chapter provide evidence of an actor-netwodmework that describe how

innovations are adopted in the process-centric mode

1.5 Conclusion

This chapter outlined the background to the researd introduced two important
iIssues facing accounting and management today:
1. There is significant demand to transform accountingctions and
technology-based accounting innovation is an ingsarénabler.
2. Adoption of accounting innovation generally is land therefore
examination of the role of accountants and the @athog function
in innovation is necessary.
The thesis aims to make a distinct contributiorin® improvement of professional
practice and policy in the field of business adstmation. These aims and what

motivates them were discussed in more detail. T$& af actor network theory to
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frame the examination of the role of actors in damwopof innovation was considered
and the method for the study was briefly descrifdde study uses an ethnographic
case study to examine the adoption of innovatiomsthe consequent impact of these

activities.

The next chapter will now review the literature nmore detail and establish the

research questions.
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CHAPTER TWO

Literature Review

2.1 Introduction

This chapter reviews the extant literature on anting innovation and technology-
based accounting innovation. Figure 2.1 is a viseplesentation of the focus areas of
the literature review. In reviewing the literatigaps are identified, which inform the

two core research questions of the study.

Figure 2.1 Focusing the Areas of Research in theterature

Accounting and Management Literature

Accounting Innovations

Technology-based
Accounting Innovations

]
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This chapter is structured as follows. Sectionszctively reviews the broad prior
research on accounting innovation, both non-tedgywbased and technology-based.
Section 2.3 reviews the studies that focus on tieets of the innovation on the broad
organisation and identifies gaps in this literatBection 2.4 identifies the research

questions for the study. Section 2.5 provides ansam of the chapter.

2.2 Studies on Accounting Innovations Adoption

This section presents a review of prior researchaounting innovation adoption. It
explores several examples of what has been resshsmhfar and cites case studies
that have done so. It first reviews the adoptiomaii-technology-based accounting
innovations, then examines the adoption of techgywlmased accounting innovations
and shows the concentration of focus on ERPs itr&sinwith the lack of focus on
other technology-based accounting innovations siscbosting systems. A critique is
provided for the literature review so far, identifly a gap created by the current
emphasis on IT-based tools satisfying the requirgsnef organisations in what they
need to do business (demand side) rather than ¢he Wwhy, and what that
accountants introduce to the organisation (supplg)sthat are innovative and of

benefit (Emsley 2005).

Although non-technology based accounting innovati@me not as expensive as
technology-based innovations, their patterns ofpidns and how they emerge and
stabilise within the accounting function nevertssleorovide a possible point of
comparison or performance criteria. This can beduse observe how the more
resource intensive technology-based accountingvetiuns emerge and stabilise

within accounting functions.
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Table 2.1 shows some selections of accounting iathavs in diverse areas such as
carbon accounting, continuous auditing, ‘now’ eaogoand strategic management
accounting. Some of the examples are reviewed taildeelow. Although they may
have relationships to technology, they are pringamlon-technology based in

achieving their purposes.

In addition to these studies of specific non-tedbgy-based accounting innovations,
are studies that examine how accounting innovatemsrge or stabilise. Alcouffe,
Berland & Levant (2008), investigate innovationsHrance, extending Baxter and
Chua’s (2003) extensive discussion of ANT contiidmg in accounting:

“The aim is to understand how and why such accognti
innovations as GPM and ABC were created and/or frestiand
then eventually became accepted in France. To o) e will
apply the ANT concept of translation. In doing s, will discuss
the notion of accounting change and the innovatiagure of such
techniques as GPM and ABC. We will also attempthtow how
accounting innovations do not operate in a vacuumitstead, are
in competition with one another. Problematisatiomguaments are
scarce resources for the enrolment of which rivabgoams
compete. We will also discuss the nature and rbliateressement
modalities and question the idea that commerciabrassement
may be the only driver of our global society. Fipalve will focus
on the success/failure dichotomy and the issue nofeased
homogenisation of accounting practices through diféusion of
such innovations as ABC.” (Alcouffe, Berland & Levd008, p. 4)

Nassar, Al-Khadash, Al-Okdah and Sangster (201ijtp@ut thatconceptssuch as
activity based costing (ABC), activity based mamaget (ABM), target costing,
strategic cost management and economic value g@&d™), balanced scorecards
(BSC) are now regularly included in standard maneagg accounting textbooks and

have also been gradually introduced into practide. concepts they are not

technology-based but provide important innovatikarges to accounting such as the
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environment in which management accounting is pmedt with different
organisational relationships, more competitive mtskand new management

practices.
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Table 2.1 Selected Studies on Accounting Innovatisrthat are Non-Technology Based

Author
Methodology

Focus

Key Findings

Implications of Study

Ascui and Lovell (2012)

Carbon Accounting

Accountants' claims to competen

cenovation adoption  within

Historical Examines role of accountingn organisational carbon accountingccounting function overlaps
profession regarding carbomverlap with other communities. | with other social actors in the
accounting, over time. community and a socially

based model may be suitable

Chan and Vasarhelyi (2011) Continuous Auditing Continuous auditing is a potentialnnovations adopted within

Case Study Proposes 4-stage paradigm to ugseovation to replace traditionabccounting functions  are

continuous auditing.

auditing.

typically part of a network
building process.

Cuganesan, Dunford & Palmer
(2012)
Longitudinal Study

Strategic Management
Accounting (SMA)

Study identifies roles fo
management accounting f
strategising beyond decisio
facilitation and decision
influencing within the publig
sector informed by strategy-a
practice perspective.

There are specific ways in whig
management accounting
rconstitutive of strategising throug
ospecific organisational practices.
n_

S_

siAdoption of innovations suc
igs SMA opens up new rolg
jland practices for and within t

organisation.

accounting functions of the

S
e

Gond et al.(2012)
Multiple Case Study

Management Control Systems
Investigates how manageme

control systems (MCS) integratenarginalisation

sustainability with organisationg

Study identified suitable path
ribwards sustainability integration
within
alorganisations.

1dnnovations such as MC
prdentify other network path
that are socially constructg

within the accounting function.

[72)

14

d

strategy.
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Table 2.1 (Continued) Selected Studies on Accoungrinnovation that are Non-Technology Based

Author Focus Key Findings Implications of Study
Methodology

Lee (2012) Carbon Accounting Eco-control approach can fosteBuccessful innovation adoptiq
Field Study Explores the roles and usefulngesdignment between managementill align financial

of carbon accounting of Kored
automobile manufacturers.

\rstrategy and performancestakeholders with manageme
measurement. expectations.

N

Nt

Vasarhelyi and Alles (2008)
Historical Review

‘Now’ versus Traditional
Experiences

Paper poses key questions
accounting, assurance al
information systems  whe
accounting for accelerate
processes.

Changes in the roles of accountanfsccountants in their professig
are inevitable. And it is formust adopt the latest and ‘no
faractitioners to embrace change |bgnovations if they are t
ncemoving the ‘traditional’ labelcompete and retain their rol
nwhen in the ‘now' economy. within their accounting
d functions.

DO
(2]
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Successful innovation adoption fosters alignment fofance stakeholders’
performance measurement with management’s strat@gyin the adoption of carbon
accounting in Korean automobile manufacturers (Uedy 2012) where an eco-
control approach for carbon management allowedittace function to give clear
directions in carbon-efficient manufacturing andorfanunicate effectively with

primary stakeholders including suppliers and buyergelation to their product
carbon emission performance.” Eco-control can foslignment and coordination by
connecting the goals and objectives of financiakeaholders to performance
evaluation. This authority over financial reportimg carbon accounting is also
supported by Ascui and Lovell (2012) but note flalitcompetence on organisational
carbon accounting is also claimed by other sectdrghe community: “While

accountants have undisputed authority in the félinancial reporting of rights and
liabilities created under emissions trading schelfesancial carbon accounting’),

their claims to competence in other aspects of mesg#éional carbon accounting
overlap with those made by several other commuwiti# can be seen here that

technology innovations have overlapping implicasiovhen adopted by accountants.

Vasarhelyi and Alles (2008) outline the opportwestand challenges that accountants
face in the ‘now’ economy and how they can provédsurances for the real-time
organisation. Accounting innovations such as caomws auditing, continuous
monitoring and continuous business assessmentder@sgsurance classified at three
levels: process level assurance (PLA), data lesslirance (DLA) and opinion level
assurance (OLA). For example, traditionally accantd would provide a yearly
opinion on the corporate financial statements & firm of a blanket statement that
there is no material error in the statement as alavhHowever, an innovative

continuous technology would help because:
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“This opinion may mean that there are offsettingoes of a

material level but the result would not lead anestor to a

different investment action. If the data is ballsaa, meaning

broken into more disaggregate measures, say cashcoounts

receivable and then distributed over the Interresich of these

datum are not assured individually as being free nuditerial

error.” (Vasarhelyi & Alles 2008, p. 238)
Accounting innovations when adopted by accountdrgsefore have implications as
to how they traditionally perform their functions view of the new real-time

enterprise of the ‘now’ economy.

Other accounting innovations have a more direciaichpn the accountant’s practice,
such as strategic management accounting (SMA). iasgan, Dunford & Palmer
(2012) reports that with SMA there are specificesothat management accounting
plays with strategic practices where strategisiogucs. They extend beyond the well-
established decision influencing and decision ifatibn functions of SMA and
SMA'’s passive depiction with strategic activitieBhis builds, therefore, on how
accounting is constitutive of strategising becamsmagement accounting tools are
used to further the organisations strategies. nthm seen here that the accountant’s

practice is directly implicated by the innovatidhsy adopt.

Accounting innovations such as ERPs and accoumtifogmation systems fall into
the category known in this thesis as ‘technologsellaaccounting innovation’. These
are likely to be more expensive than the non-teldyyobased innovations outlined in
Section 2.2. Table 2.2 shows some examples of atoguinnovation studies with
experiences in technology based ERP and AIS inatkas of management control

systems, ERP configuration, and extended businepsrting language (XBRL)
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implementations. These examples also have imphieatior adoption of innovations

specifically by accountants. Some of the exampleseviewed in detail below.
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Table 2.2 Selected Studies on Accounting Innovatisrthat are Technology Based

Author
Methodology

Focus

Key Findings

Implications of Study

Debreceny and Gray (2001)
Case Study

Semantically Rich Accounting

Reports

Investigates the usage
adoption of extended busine
relational language (XBRL
within the accounting
community.

Widespread adoption of XBRL

sexonomies, databases,
financial statements.

dependent on humans and n
anduman agents — such as accounts
interfag

sThere is a need to formalise the
pmethod by which human and

imsn-humans interact in |a
excially based manner to
realise the benefits of an
innovation.

Henderson, Sheetz & Trinkle
(2012)
Field Study

Implementation of XBRL
Investigates adoption of XBR

from both inter-organisationg
and internal purposes usil
structured equation modellin

(SEM) multivariate analysis.

Statistical

alorganisation adoption drivers.
ng
g

analysis suggests i
Linternal adoption differ from inter

ndto suggest difference between
-internal and inter-org, adoptian
of innovations may have socigal
network drivers with major
artefacts such as technology,
organisation, and environment.

Jazayeri and Scapens (2008) | Performance Management The BVS was a tool that enablethnovations such as the
Case Study Systems strategy to emerge, rather than|®BVS/BCS are best deployed jin
Using a culture change projecicascade downwards from than emergent network in |a
study traces the key values usdderarchy. social context within the
in a business values scorecaretven though the companyrganisation.
(BVS) similar to Kaplan’'s increased profits, it was not possible
business scorecard (BSC). to isolate whether this was due |to
the BVS introduction.
Fichman and Kemener (1993) | Adoption of Object Orientation | Diffusion of Innovations is aAlthough not focused onp

Literature Review

Reviews the adoption of object
oriented technologies by

organisations adopt

organisations.

technologies.

suitable method for describing ha
SDL

W BAI, the study illustrates that
Corganisations have  similar

stories in innovation adoption
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Table 2.2 (Continued) Selected Studies on Accoungrinnovations that are Technology Based

Author Focus Key Findings Implications of Study
Methodology
Kallunki, Laitinen & Silvola ERP Impact on Performance | Formal types of MCS act adAdoption of innovations like
(2011) Investigates  the  mediatingntervening variables mediating th&CS, provide  improved
Field Study effects of management contrgbositive lag between ERP adoptipperformance when
systems (MCS) on the effects jogdind  non-financial  performanceimplemented  with  forma|
ERP adoption by 70 Finnisinformal types however do notontrols.
business units. mediate.
Teittinen, Pellinen & Jarvenpaa | Challenges/Benefits of There are challenges and benefits When adopting innovations,
(2012) Management Control Systems | adopting ERPs that end up@ccountants must be aware |of
Case Study Provides empirical findings onmodifying original expectations. similar challenges and benefits,

results of ERP usage by sma
medium enterprises (SMES)
observed long afte
implementation.

1|B
as
r

and the likelihood of changsd
in expectations.

2S

Wagner, Moll & Newell (2011)
Case Study

Confiquring ERP Systems to
Accounting Practices

Management accounting may not
easily captured in ERP packag

b&doption  experience
espnsist of negotiation proce

can

5S

Study focuses on how ERP andven  where the technologwfter roll-out and may result :‘n
AIS work effectively in an lvy architectures are supposedIseconfiguration of the ERP to
League university. designed for a particular industry. | integrate with legacy functions.
Affordability and the power of
communities of practice afe
mediating the extent to whigh
familiar accounting logics may
become integrated within the ERP
system.
Yigitbasioglu and Velcu (2012) | Dashboards Dashboards can remedy thAdoption of innovations
Historical Proposes a selection pinformation overload problems |ftypically will comprise of &
dashboards for performanceesigned well. highly  social interpretivist
management. component.

Page 25



As accountants adopt innovations, they are contislyo involved with the

technology, even to the major extent of reconfiggrivhat is already an adopted
innovation. Wagner (2011) describes how an ERPvation adopted by a university
resulted in reconfiguration to install additionagacy functionalities of commitment
accounting. Effectively, management accountantsallyi adopted the accounting
innovation but encountered resistance that consgigueinfluenced the

reconfiguration to include the missing functionalithis example provides an insight
into how the accountant’s unique position allowgaley accounting systems to
continue to operate at the margins, even when rystems are introduced; and may
become central to the workability of these systevhen others fail to accept them

(Wagner, Moll & Newell 2011).

ERPs not only provide extensive functionality toca@mtants, but potentially
challenge the traditional way of the accountingorépg model. This is because of the
highly technical ability of ERPs to transform anganisation into a real-time
enterprise. There are other technology-targeteahtial reporting tools such as the
business value scorecard (BVS) from aerospace aoynBAE Systemswhich is
similar to the BSC of Kaplan and Norton (Kaplaraket2008). When this accounting
innovation was adopted by accountants, JazayeriSaagpens (2008) report that the
tool enabled strategy to “emerge from within th@amisation, rather than as a
mechanism for cascading down the hierarchy strapegyiously established by top-
level managers.” The research described a proddsansformation observed during
the adoption of the innovations:

“Managers used the five perspectives on the scodetadevelop

strategies to implement the five key values, and bétter

understand the measures used within each perspedfite saw
how, over time, the BVS evolved to become a ceietsire of the
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management control systems within BAE Systems,indink
budgetary control and organisational practices witttrategic
intent.” (Jazayeri & Scapens 2008, p. 68)

Although the focus of this research is the studytemthnology based accounting
innovations that ultimately address the financecioms, other studies that focus on
non-Finance functions may also present similariegofFichman & Kemerer 1993)
and encounter issues (Gross & Ginzberg 1984) suclth@se encountered with
technology based accounting innovations. For exaniickman & Kemener (1993)
presented how software engineering organisatioesiate to adopt better software
development technologies but are hampered by laoklmased information sources.
In this case, the theory of Diffusion of Innovatiaas selected as the suitable tool to
study innovation adoption as there was a rich sofcstudies presented by Everett
Rogers (2003) to justify and identify the likelyeaf adoption:

“To address the broader question of the likely rateadoption of a

specific innovation across an entire populationganust look to

attributes of the innovation itself Everett Rogergiewed hundreds

of diffusion studies and identified five generinamation attributes

that influence rates of adoption: (1) relative adtege, (2)

compatibility, (3) complexity, (4) trialability, @(5) observability.

Although Rogers’s synthesis is based mostly oniestuaf

adoptions by individuals (e.g., of consumer gooda)) de Ven and

others have argued that innovation attributes alptay an

important role in adoptions by organisations. Inctia these

researchers maintain that innovation attributesetadn a broader

role in the context of organisational adoption obntplex

technologies, affecting not only the initial deoisito adopt, but

also the ease of traversing later stages of adoptsuch as

implementation, adaptation, and routinization. (fican &

Kemerer 1993, p 9)”
Thus ultimately, as will be seen in Chapter 3 Tletite choice of a suitable theory to
use may depend on the particular circumstance$siefcase organisations and the

attributes of the innovations being studied eveug there is great similarity in their

technological experience.
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2.3 Studies on the Effects of Accounting Innovatian

Whereas the previous section reviewed the litegatur relation to innovation
adoption this section examines theffects of accounting innovations on the
accounting function. Table 2.3 shows examples ef itthovation effects on the
accounting function and how they improve organgsatl innovativeness by affecting
accountants and how accountants adopt innovatiomeSof the examples are

reviewed in detail below.

Page 28



Table 2.3 Selected Studies on Accounting Innovatisrthat have Effects on the Accounting Function

Author Focus Key Findings Implications of Study
Methodology
Bryer (2013) USA Organisations and financial The key turning point in Adoption of accounting

Historical Review

accountin

American business history is ti

nénnovations can have the effect|of

Reviews American history qfconflict between ‘capital andresolving conflicts within the
financial accounting to identifylabour and not ‘managerialaccounting function.
various innovations. capitalism’.
Guthrie, Ricceri & Dumay (2012) Organisational accounting for | ICA is an innovative accountingAdoption of accounting
Historical Review intellectual capital (IC) technology relevant tpinnovations such as IC
Reviews a decade of research|@nganisations to understand angccounting has the effect pof
intellectual capital accountingmanage knowledge resources. | increasing the  ability to
(ICA) to identify areas of studies, understand and manage

describe what has happeng
analyse why and how it

changing, and highlight futur
directions.

ad,
S
e

knowledge resources.

Herbert and Seal (2012)
Longitudinal Case Study

Management Accounting under
Shared Services model
Reviews Shared Services mo(
of management accounting
alternative approach
outsourcing.

1

Shared Services organisatig
(SSO) can reduce cost a
d@hprove service quality with
aadditional
ocontrol and knowledge within th
hierarchy of the firm.

benefits of retainingend process completeness.

n&doption of innovations may be
hdligned with new organisational
nforms resulting in more end-to-

e

Kallunki and Silvola (2008)
Longitudinal Study

Organisational life cycle model
used with ABC

Investigates if use of activity
based costing (ABC) differ
among firms in  differen
organisational life-cycle stagg¢

ABC is more common in matuf
firms than in firms in growth
-phases.
S
[
2S

eAdoption of accounting
innovations suggests that there
a positive effect to increasin
maturity levels in the
organisations.

from 105 Finnish firms.

Page 29



Table 2.3 (Continued) Selected Studies on Accoungrinnovations that have Effects on the Accounting nction

Author
Methodology

Focus

Key Findings

Implications of Study

Kanellou and Spathis (2013)
Survey

Accounting Benefits of ERP
Systems

Identifies real benefits of ERPderived from ERP systen
systems to the accountingarticularly  for  accountin
functions. process — such as quick d

The empirical evidence confirm
a number of accounting benef

gathering, reducing time, ar
reducing personnel

1SThe benefits of ERP for th
taccounting functions
£ncourage  organisations
develop new accountin
d@echniques and processes in
1IERP system.

will

an

Malsch (2013)
Historical Analysis

Organisational accounting for
corporate social responsibility
(CSR)

Discusses the mediating role
accounting firms and profession
bodies in aligning the sociall
responsible practices
organisations with the ration
morality of the market.

social responsibility a
symptomatic of the powe
ambalance between the world
dhumans and the world of objed
ygoverning the political structur
pbf contemporary society an
alveakening democratic activity.

The economicisation of corporaténnovations such as CSR ¢

sunderpinned by the socially bas
rpower imbalance betwes

ohumans and non-human actors i

tthe organisation.
e
d

Ire
ed
n

Nixon and Burns (2012)
Historical Review

Organisational change with
strategic management accountir
Discusses a historical change
strategic management (SM) a
strategic management account

(SMA) practice marked as befo
and after Michael Porter
competitive model. Strateg

management (SM) previously h
a narrow view of the firm, an
later on moved to a resourd

SMA practices are now movin
ngn line with strategy formulatio
@nd organisational processes.

nd

ng

re

S

c

ad
d

e_

grhere is a move for adoption

naccounting innovations such

SMA practices, to be in line wit
broader organisational S
innovativeness.

based view.
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An organisation’s innovativeness can be manifesitider technically through an
oriented 'process' approach or through an orgammedtdesign oriented 'structural’
approach to organisational solutions (Muthusamy9208n innovative organisational
solution like CSR accounting is described by Mal§2013) as being mediated by
accounting practitioners through accounting firmsd aprofessional bodies.
Accountants mediate by aligning the socially resae practices of organisations
with the rational morality of the market. Malschews the: “economicisation of
corporate social responsibility as symptomatic e power imbalance between the
world of humans and the world of objects governthg political structure of
contemporary society and weakening democratic iactiyMalsch 2013, p. 149).
This implicates the accountants heavily in the aidopf CSR accounting:

“In considering the history of the accounting predéen and its

development, it is hardly surprising to find thatofessional

associations and large firms have also become waeblin the

effort to produce new information disclosure stamidaand new

assurance and certification services. Even if taey motivated by

commercial considerations, there is nothing illegdte about

financial audit experts wanting to transfer partstbeir expertise

into the sphere of social and environmental auditiim this sense,

the interest and involvement of the accounting stguin the

construction of a socially responsible field of imgss is not

problematic or reprehensible as such.” (Malsch 204.3165)
Accountants are also implicated in new and innereatirganisation forms such as the
Shared Services Organisation (SSO) model. HerB6dt?) describes this implication
in a study of management accountants in a longialditudy where the SSO has been
adopted to reduce costs and improve support sequiedty. Specifically, the study

has a major focus on the evolving role of the divial management accountant,

emerging in three themes:
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1. reduction of the day-to-day low level enquiries ah@nsaction
processing workload of divisional accountants duesdlf-service ERP
systems and the SSO
2. some management accounting skills formerly done dpgcialist
management accountants becoming embedded within rdle of
frontline workers
3. management accountants acquiring the responsikidity managing
overall relationships between providers and the SSO
Therefore it can be seen that the organisatiomsvativeness reflected in both the
technical adoption of ERP and the re-structuringragach of SSO had a major impact

on accountants’ adoptions of these innovations.

Boedker (2010) and Justesen and Mouritsen (20 AN theory to consider new
investigative approaches based on Latour's perfiveatheory, proposing
accounting strategy as a beneficial but precanmataork object to follow:

“This proposes that strategy and accounting are ewhmat fragile,

even unstable, objects, which change dependinghenhtnds

through which they travel and the network withinickhthey are

located. Furthermore, accounting is not merely gesd to follow

or implement predefined intents. It is also a cgalof expansion,

transformation, even surprise.” (Boedker 2010, p. 1
Kanellou and Spathis (2013) identified direct actmg benefits when accountants
adopted technology-based accounting innovationesd benefits are that data can be
gathered more quickly and easily; a reduction metitaken, increased flexibility in

information generation and improved controls; andeduction of the number of

personnel in the accounting function.
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The following subsections categorise studies oneffect of accounting innovations
into those focusing on accounting roles, capaediind processes, and organisational
performance. By mapping and categorising it is fxs$o discover potential gaps for

further research.

2.3.1 Accounting Roles

Frequently, a technology-based accounting innomatvdl start to be deployed and

driven by an IT department. In this IT-centric wehrhccountants play an indirect role.
Their relevance and treatment traditionally coroesfs to a user or customer role.
However, the direct role of accountants in techggibased accounting innovation is
becoming recognised in the literature. Specificafiynterest is how accountants view
their roles within the accounting function as waglin relation to the IT landscape in
areas such as ERPs. Whereas traditionally accasniared to view ERPs as a threat
(Abu-Musa 2006), Sayed (2006) finds that “some antants are promoting

themselves as a group of experts in deriving bengbm these systems” where their
“skills and their accounting knowledge are représgras important for the proper

functioning of these technologies.”

Accounting functions also play a direct role intieing ERPs because of their lower
operating costs, reduced cycle times and increassidmer satisfaction. Spathis and
Constantinides (2004) found empirical evidence tt@atfirms the changes in the
accounting process introduced with the adoptiorEBP systems. Experiences in
building IT-based AIS and ERPs have indicated gngwiinfluence on the

organisation. From cost imperatives (Spathis & Camtsides 2003a) and effective

management (Soobaroyen & Poorundersing 2008) ko aumisiderations (Peng &
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Nunes 2009) and knowledge transfer (Lee, SM, Led e 2007), there is a

continuing relationship between AIS and organisatigractice.

However, although studies (Chen 2009; Rom & Rohdl@éc2 Sor 2004; Verville &
Halingten 2002) show this trend of causal relatmops between accountants,
accounting functions, innovations and the orgameafew studies have approached
the topic as a social phenomenon to allow the famusnter-personal relationships
(Abu-Musa 2008), and processes (Alcouffe, Berlantle&ant 2008). Ethnographic
studies, such as Allen (2005), do provide insight the perceptions of participants in
resolving conflicts within a social context. All¢a005) concludes that such research
brings us closer to the scenario “that computeasathoices be made in a more

socially benign way.”

It is possible to see that the role of accountahtsjgh crucial, is apparently a cause-
effect relationship rather than a multi-dimensiorsaicial process. However, by
identifying the crucial role of accountants in theilding process it is possible to
follow these actors in their activities, such asamethnographic model (Allen 2005)

and be able to project a multi-faceted view ofddeption stream.

When accountants promote themselves as a groupl@fant experts in deriving
benefits from ERP systems (Sayed 2006), the tramgfig effects of accounting
innovations on the organisation are not just in hbenan resources area but in the
knowledge management context (Chan, EWL, Walker &lIsM2009). This
knowledge mediation (Hyvonen, Jarvinen & Pelline@0@&) is the basis of the

organisation’s deriving benefits from superior dptacessing properties. Hyvonen
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(2006) also points out that ERP systems also hhee“wsability in overcoming

resistance to change.”

Many accounting innovation studies in ERP and Ad8ut on the changing role of
accountants. Accountants have a crucial role irdthelopment and use of expensive
ERPs and AIS for three possible reasons:

1. Accountants are subject matter experts who oftesy pd role in testing,
configuring and developing a system in conjunctioth the ERP implementers.

2. Accountants are also the financial stakeholdersticodarly the CFO who
approves the budgets for acquiring the ERPs bualaeedependent on IT to sign
off on the successful completion of the ERP project

3. Accountants are the primary users of the ERP and tieed to be aware of the
effects of the new system with regard to their wibokv practice because of the
adoption of the new ERP technology, and becaustefadoption of the new

accounting process in the organisation.

Table 2.4 shows a selection of studies of accogntinovations that affect roles in
the organisation. These studies have implicationthé innovation building process
and what roles the accountants play in the proc8ssne of the examples are

reviewed in detail below.
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Table 2.4 Selected Studies on Accounting Innovatisrthat Affect Roles in the Organisation

Author Focus Key Findings Implications of Study
Methodology
Burritt and Tingey-Holyoak Academic-practitioner links in | Accounting tools related tpAccounting innovations are mo

(2012)
Field Survey

carbon accounting
Addresses gap
'knowledge
sustainability embedded carb

accounting instruments (researcipractitioners

and sustainability
application’ with accounting tool
— using a survey of profession
accounting firms in  Sout
Australia.

betweenacademics are ignored and ne
generation’ ofgreater promotion, yet the resu

embeddedknowledge’ tools promoted b
carbon accounting ‘knowledgeesearchers confirming that a g

sustainability = developed b

balso suggest that, unexpected
apply som

sbetween academics
gbractitioners exists.
h

r@dthin the accounting functions

Iyools as well as actors with rol
ethat can promote these tools.

y
ap

and

yikely to emerge and stabilise

ltwith the presence of knowledge

e

eS

Emsley (2005)
Field Survey

Effect of role involvement on

management accountant’s

innovativeness

Identifies the relationshi
between ‘business/accountin
roles and innovativeness.

Management accountants with
business unit
associated with
binnovativeness and more radig
ghnovations — as compared

those with functional accountin

&he emergence and stabilisati

orientation aref accounting innovations can
morehighly dependent on roles held
c@ccountants

within th
torganisation and not just with
ghe accounting function.

orientation.

on
pe

by
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Table 2.4 (Continued) Selected Studies on Accoungrinnovations that Affect Roles in the Organisation

Author
Methodology

Focus

Key Findings

Implications of Study

Jack and Kholeif (2008)
Case Study

Limiting roles of management
accountant on ERP

Explores conflicting beliefs o
the role of manageme
accountants in ERP, using stro
structuration  theory b
observing the contest over t
role of the manageme
accountant (MA) in deployin
ERP versus an alternative syste

Because of the ensuing confli
the role of Managemer
nAccountant is compressed to t
ntraditional role of cos
nigformation collector
yprovider, in spite of positiv

nbrganisation.

J
m

and

ndisposition of key actors in the

ctAccountant roles in th

hee influenced by many actors a
t actants.

itinnovation building process may

e

nd

Joshi, Bremser & Al-Ajmi (2008
Exploratory Study

Accountants role in adoption of
global standards

Study of Bahrain’s accountin
and auditing  professional
perceptions about issues relev
to global standards.

Accounting professionals hold
positive view for accomplishin
gaccounting standards, expe
schallenges in applying standarg
aptiggest growing demand f
guidance in applying IFRS, ar
that nationalism is a majq

impediment to adoption of IFRS|

ghave a positive effect, there
2@xpected impediments to i
lduilding and adoption process.
or

d
g

dAlthough accounting innovation

S

dre

ts
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Emsley (2005) studies the effect of role involvemen management accountants’
innovativeness. ‘Role involvement’ is defined as tlual nature of the accountant’s
role in the organisation. On the one hand, the @ttamt performs &unctionalrole to
provide direction and reporting of the finances. t@a other hand, the management
accountant also performsbasiness uni(BU) role in helping solve problems for the
organisation. Emsley investigates the hypothess tlanagement accountants who
perform more business unit roles end up being nmorevative (by deploying more

radical innovations) than those who perform funwiaoles only.

Emsley describes the literature to identify whehis investigation is located. The
literature he reviewed showed that there isdemand-sideand a supply-side
perspective. Demand-side refers to the need ofiegarfusers, individuals or
processes) in the organisation for innovationsn@rove their productivity, while
supply-side refers to the intention of parties @q consultants, IT suppliers) in the
organisation to provide innovations for others te.uEmsley proposes that the
understudied supply-side is important because 1t pravide additional insights into
the relatively low take-up of new or radical managat accounting innovations.
Emsley further describes the literature by way @pping the stages and processes
relating to innovations for the management accaunfy identifying management
innovation studies and dividing them into demardesand supply-side, it is possible
to represent much of the extant literature and &exgdly focus on the specific area of
this research for this thesis. Emsley’s researaviges a starting point to further
investigate accounting innovations from beyond tteerrelationship of role

involvement versus innovativeness” into relatiopshithat form networks, from
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beyond management accountants into other actorthanorganisation and from

beyond innovativeness into what underpins the iatiegness.

Jack (2008) describes how the role of the manageamountant has changed over
the last two decades primarily due to the instaltatof large-scale integrated
information systems that re-established the posiod practices of management
accountants: “The automation or computerisatiomahagement accountants’ work
significantly affects management accountants’ relgkin organisations [and] finds
that the role of management accountants is chanfyjorg that of accumulation,
analysis and preparation towards interpretatio@Juation, control and involvement
in decision-making.” (Jack & Kholeif 2008, p.32)his significant impact in the
innovation building process highlights the diffites of establishing sustainable
structures where there are conflicting dispositiand specific understandings of the
roles of different groups of actors specificallatlof the management accountants.
Applying structuration theory to the case studykJaote that the “perceptions of
actors of the boundaries between internal and matterganisations are significant
when analysing both structure and action,” theeef@ading to the role of the
management accountant returning to that of dattbdiasm and information provider
for those who control the organisation despite @psttive disposition for others in
management. This curious result is in contradictathh Caglio’s hybridisation trend
where accountants blur the boundaries of the @iffieroles they choose:

“ERP systems certainly provide accountants with qrbuv

modalities of structuration which can be leveragedrder to give

new meanings to their activities, to increase #ugtimation related

to professional contributions and to the improvetwdriheir power

compared to the other stakeholders of firms. Thenbaries of

activities within organisations are blurring anc tteallocation of
practices as well as the redefinition of traditionaganisational
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positions represent a natural consequence of theeraéntioned

issues, which are leading to change not only thavites

themselves but also whom will hold the respondiegi for the

activities which underpin them. Accounting peopd® decome the

proactive creators of their future within organigas by profiting

from ERP systems, that is the standardisation eftmes and

languages transcending local contexts, the intectfanality of

information flows and working relationships and t@moption of a

process view of organisational activities.” (Cadi@03, p. 146)
In the case of a fully processual innovation (thmtolves crucial actions by the
organisation) such as the adoption of accountiagdstrds, the role of accountants
can be just as influential in the innovation builgliprocess. Joshi and Bremser (2008)
describe this from survey results of accounting anditing professionals in Bahrain.
Using survey instruments they investigated theggarons of accounting and auditing
professionals from eleven audit firms in Bahrainthwegard to developing and
implementing a single set of global accounting dtaids (IFRS) as Bahrain had
experienced substantial economic growth and wasedeas a financial hub in the
Middle East. Survey data showed that accountarpasted the harmonisation of
accounting standards and that it can be accomglish#eit with challenges.
Accountants see the benefits in terms of betteanitral reporting performance and
because of the challenges there is a need folektguidance for IFRS. Therefore the
accountant, in enacting his or her role, influentesinnovation building process by

mediating in the challenges, and providing inputvimat is required to overcome the

challenges.
2.3.2 Expanding Organisational Capabilities and Rresses

Whereas Emsley (2005) investigated the rolaafountantsn relation to accounting
innovation, Alcouffe et al (2008) investigated tle#fect on the organisation
specifically in terms of capabilities and process#saccounting innovation. Their
study considered organisations throughout a couatry across time periods by
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comparing the adoption of similar management adbogrnnovations of activity-
based costing (ABC) and the George Perrin metho®M)s While Emsley
concentrated on management accountants as one méjmnce via their role in
involvement and innovativeness by plotting a linearrelationship (regression),
Alcouffe et al identified several major actors hetinnovation acceptance process
interacting over a time period at an organisatidenal. For example, the diffusion of
GPM over time according to Alcouffe et al involvkdy actors/actants such as the
inventor, academics, consultants, software pubisshend end-users. Consequently,
Alcouffe et al described this framework in termsagtor-network theory (ANT). In
reviewing the extant literature it is interestitgitt Alcouffe et al noted the importance
of the change procesdtself and the existence gbower struggles,leading to
“embracing the ANT’s conceptual framework” to “astoa number of limits that
characterise previous research on (management raaogu innovation diffusion.”
(Alcouffe, Berland & Levant 2008, p. 2). Table ZBows examples of studies of
accounting innovations that expand organisatioaglbilities and processes. These
studies have implications in the innovation buitdiprocess — particularly how
innovation is adopted at the organisational le8elme of the examples are reviewed

in detail below.
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Table 2.5 Selected Studies on Accounting Innovatisrthat Expand Organisational Capabilities and Procgeses

Author Focus Key Findings Implications of Study
Methodology

Alcouffe, Berland & Levant Organisations in France adoptinghe use of actor-network theoryrganisational processes and
(2008) accounting innovations was suitable and used to study tfeapabilities resources can be
Field Study Study of how Frenchbuilding and translation processnodelled using tools like ANT

organisations adopted the Georgéarious forms of ANT such asand sociology of translation.
Perrin (GPM) innovation and theproblematisation, enrolment, and

ABC innovation. mobilisation take shape in the
organisation during the diffusion
process.
Clarkson et al.(2011) Adoption of IFRS There is no observed change|ifhe innovation building process
Field Study Study of the impact of IFRSprice relevance for firms ipprovides benefits not immediately
adoption in Europe and Australi@ontradiction to linear pricingvisible even with adoption.
on relevance of book value andiodels. IFRS enhances

earnings for equity valuationcomparability, something that
using a sample of 3488 firms. | would otherwise not be possihble
with linear pricing models.

Touron (2005) Adoption of US GAAP by FrenchData showed that the use |dbocial aspect of building

Field Study firms internationally accepted standardanovations may produce
Documents and explains whys not an innovation, simply arcontrary results highlighting
French firms adopted US GAAHmitation. socially-constructed nature of the
standards. building process.

Wu, Boateng & Drury (2007) Adoption of western managementhe level of adoption depends pBenefits on innovation building

Field Study accounting practices the ownership type (JV versusan be socially-based

Study of the adoption andState-owned). There is |@erceptions.
perceived benefits of westerperception that other innovation
management accounting practicdsudget control, budgeting, target
in China based on 64 JVs and 11¢osting are more beneficial for
State enterprises. State-owned compared to JVs.
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When it comes to adopting accounting standardsjnihevation building process is
influenced not just by the role of the accountdmitalso possibly by the innovation
adoption rationale. In other words, the justifioatifor adopting the innovation, such
as structuration theory or institutional theorypamts on the building process of the
innovation. We see this in Touron’s study of Frefioghs (Touron 2005) that adopted
the US GAAP (Generally Accepted Accounting Prineg)l standards in the 1970s
when there was an imperative to adopt French stgtistandards. Touron explains
the symbolic adoption of accounting standards altegrto institutional theory where
organisations use formal structures for the leg#ation independent of efficiency:

“Rationalised myths are structured for organisaton But

structures can be more or less disconnected froentécthnical

aspects of organisations. As a consequence, disenc

management practices, such as accounting standands,used

because they are socially legitimised, indepengientf

considerations regarding efficiency. Organisatioeseive support

and legitimacy because they follow these ratioedlisnyths. By

acting in this way, organisations legitimise themss.” (Touron

2005, p. 853)
Touron also points out two primary reasons for #uoption of an accounting
innovation like the US GAAP (Generally Accepted Aaating Principles) — mimetic
isomorphism (the tendency to imitate) and formampbance (the tendency to
comply). Normative isomorphism played a determinaht because of the presence
of accounting professionals, but the pressure gfitutional environments was
primarily on the imitation of other organisatiorisat the French firms wanted to be
associated with (mimetic isomorphism). ‘Formal cdiamre’ is defined as the
disconnection between the adoption of a practicki@nfull implementation. In other
words, formal compliance suggests a half-built pssc “Companies’ financial

reports claim compliance with certain accountirendards. In parallel, managers do

not implement them completely” (Touron 2005, p. B3erefore, it can be seen that
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the adoption of accounting innovations in the casely impacts the innovation
building process in three ways: 1) normative isqpgh@m influences what innovation
to adopt, 2) mimetic isomorphism describes thearasvhy to build the innovation,

and 3) formal compliance suggests how much ofrthevation is built.

If the innovation is not about standards, we mgyeek a different result. This may be
the case in Wu's analysis of the adoption and mpexde benefits of Western
management accounting practices in Chinese stategdwnterprises (SOE) and joint
ventures (JV) (Wu, Boateng & Drury 2007). Wu sure@\SOEs and JVs, to find that
JV’s significantly adopted the Western managemenbanting practice more than
SOEs. This leads to the conclusion that with forrnampliance or the major
iIsomorphism rationale, there will be significanffeliences in levels of adoption
between SOEs and JVs supporting the conclusion fiwatign-partnered JV's
constitute an important vehicle for importing Westemanagement accounting
practices into China. Therefore, in this case, anting innovation (Al) adoption and
its rationale impacts on the building process igeof how much is adopted, as well
as suggesting where to build to maximise the chasfcgetting the innovation

adopted.
2.3.3 Improving Organisational Performance

Finally, some studies focus on the socially-basadding process of accounting

innovations. From here the organisation’s perforceacan be observed as an
individual unit, as a member of a larger socieg/ywell as a community of actors. As
they are socially based, they focus on the accaurdgat view the accountant as a
social actor interacting with other members of ¢dbenmunity. Table 2.6 shows some
examples found in accounting as a learnt proceggesting that the effects of the
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innovation go beyond the normal accounting functi8ome of the examples are

reviewed in detail below.
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Table 2.6 Selected Studies on Accounting Innovatisrthat Improve Organisational Performance

Author Focus Key Findings Implications of Study

Methodology

Alcouffe, Berland & Levant Socially based diffusion of The difference in outcome fordmportant actions by humg

(2008) accounting innovations GPM (fail) and ABC (succeed) toaccountants and other non-humn

Historical Study of how managementiffuse is due to different sociallyactors can be modelled usi
accounting  innovations  ardased networks and how thessocially-based theories like ANT].
diffused in France using twonetworks emerged.

examples — George Perrin meth
(GPM) and ABC with differen
outcomes.

od
t

Bryer (2011)
Ethnography

Accounting as a Learnt Process
Develops the concept of lear
social practice, and a model f
considering social and subjecti
capabilities of accounting as
practice embedded in soc
relations. Identify and explai
how accounting practices cq
distort communication, but als
push individuals to clarify thei
concerns through the constituti
of social consensus.

Through social

ainderstandings of individuals.
al

n
an
0
;
N

activitieg

ndccounting practices represent
oform of inter-dependenc
veensitive to the needs a

,Socially based practice of
ianovation building can fulfil anc
yunderstand  the  needs
nahdividuals  in broadse

organisation.

of
the

-
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Table 2.6 (Continued) Selected Studies on Accoungrinnovations that Improve Organisational Performarce

Author Focus Key Findings Implications of Study
Methodology
Malsch and Gendron (2011) Power dynamics in reining in A "form of allegiance" developegdAdoption of accounting
Case Study auditors and showed patterns of resistan@enovations among organisations
Investigates how creation phgainst the logic of "arm's lengthhas a positive effect of being|a
Canadian Public Accountabilityregulation is some sites. There| imediation tool for a globalised
Board influenced powera spatial gap in any attempt {tondustry or at a national level.
dynamics between largecontrol and supervise a globalised
accounting organisations. industry from a national ar
regional perspective.
Naranjo-Gil, Maas & HartmanpAdoption of Management Individual differences of CFOsAdoption of accounting
(2009) Accounting Systems (MAS) are predictive of organisationsnnovations has the effect of
Archival and Survey Data Studies innovations such as ABQyse of MAS and assists in hgumproving organisational
BSC, and benchmarking torganisations perform  withperformance.
understand how CFOs moderatenvironmental contingencies.
organisations in adapting 1o
contingencies
Seifert et al. (2010) Motivations on accountant Accountants would internallyAdoption of accounting
Field Survey whistleblowing report financial statement fraud|ifnnovations can have the effect of
Determines if whistleblowing as|avhistleblowing  policies angdmotivating accountants and the
social behaviour by accountantsechanisms had higher levels |@ccounting functions towards
will increase if whistleblowing justices. correct social behaviour.
procedures and outcomes are fair.
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A study of theempresas recuperaddsecovered enterprises) in Argentina (Bryer, AR
2011) illustrates the rich social aspect of accmgntand accountantEEmpresas
recuperadaswere a response to the factory closures duringa@oe hard-times in
Argentina, where bankrupted companies/factoriesewteansformed into worker
cooperatives. Consequently, the accounting funstiachieved a highly socialised
inter-relationship within the organisation and witkhe wider society. Bryer observed
diverse collaborative and subjectively creative am#ges and confirmed many
accounting social practices from the extant litenet
“Accounting is a collaborative and nuanced practidaut these
characteristics grow in diverse ways within difiererganisational
and societal environments. The paper sought a efear
understanding of diversity within accounting’s sdcilife by
analysing how wider dynamics between grass rootsl an
institutional actors informed organisational undensdings and
purposes. It therefore highlighted the importandeconnecting
accounting theory to neo-institutional and socialovement
literature.” (Bryer, AR 2011,p. 490)
This confirmation of accounting for diversity shovisat when the accounting

functions adopt accounting innovations, accountayasbeyond their accounting

functions to find unique ways to solve accountingitems.

A socially-based model allows the researcher téofolthe accountant and other
actors in an organisation. Alcouffe et al (2008gmpt to do this as they investigate
how French firms fared in adopting two accountingavations — the George Perrin
model (GPM) and activity-based costing (ABC). Thesgd actor-network theory and
in particular the sociology of translation to déserthe difference in outcomes for the
two innovations. Recognising that accountants acekactors, they identified social

constructs that allowed the accountant actors timlb®ved. (Sociology of translation
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and the termsproblematisation interessementenrolment and mobilisation are

defined in detail in Chapter 3.3.) Alcouffe et efar to some social constructs:

1. ‘Problematisation’ is not just a technical term bo&y also refer to such lofty
ideals as the defence of the nation.

2. Various interessement modalities explicitly standt on their two stories.
Interessement can be commercial (an innovatiorellp political (a response to
national challenges), editorial (a topic to publmh), intellectual (a concept to
teach and to research) or career enhancing (adist expertise for professional
managers).

3. The question of characterising ‘successful’ andt-$wccessful’ accounting
change remains. Enrolment seems to be the key pomdeen addressing this

issue (Alcouffe, Berland & Levant 2008).

Therefore, these constructs including the quest #fdlies, controversies,
problematising, translations, and settlement oftrawersy all impact the accountant

beyond the normal accounting functions.

Delving deeper into the organisation, (Naranjo-G¥aas & Hartmann 2009)
identified higher-level CFOs as crucial in the adoption of management uattcay
innovations. The understanding of why organisatiomdopt and implement
management accounting systems (MAS) is still unelegtbped — thus the need to
investigate CFOs and their role in MAS innovatioNaranjo-Gil, Maas & Hartmann
et al. (2009) hypothesise that individual differeadetween CFOs are “predictive of

organisations’ use of innovative MAS” and in adualiti propose that “CFO
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characteristics moderate the extent to which osgdions rationally adapt to

environmental contingencies.”

2.3.4 ldentifying the Gaps in the Literature

Many accounting innovations today are embodiedThbdsed information systems
such as ERP (Al-Mashari 2003; Sayed 2006). Spathé Constantinides (2003b)
show that the major sources of innovations in thgawisation today are found in
ERPs. Consequently, ERPs are closely aligned ta¢beunting function (Spathis &
Ananiadis 2005; Spathis & Constantinides 2004).eResh work done in various
areas of ERP, organisation changes, accountingmafiton systems and relevant IT
experiences shows insights on social relationshgtsveen ERPs, the organisation

and specifically accountants as major actors.

By summarising the literature review into two parttheadoptionandeffectsof the
innovation process, it is possible to show the widew of organisational processes.
From this wide view of accounting innovations, &ssh and Mouritsen (2011)
summarise how far ANT has progressed in account@sgarch from its seminal
influence in Latour’s original writings (Latour 188 However, looking closely from
the socially-based building aspect, there are goossible criticisms from O’Connell
(O'Connell, Ciccotosto & Lange 2011) arguing thathaps ANT is over-emphasising

the social element and downplaying the non-humé&srsc

In studying the effects of accounting innovations;an be seen that the accountant
plays a major role in the adoption process of imtioms such as ERPs. It seems
inevitable that a study of accounting innovatiorads to many technology-based
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examples of innovations. Thus there is the nee@@dtognise and compare this with
non-technology based innovations so that it is iptss$o subsequently focus on the

adoption processes and its effects in a socialbeth@ommunity of accountants.

The literature reviewed above reveals implicatifosthe processes of building an
accounting innovation and for the actors who arigdimg the innovation. Some of
these processes have a social context, such as thas involve the accountant.
Processes play an important role as many of thage the organisational benefits
that are derived from the accounting innovation: t&ezhnology-based innovations,
these may include immediate cost savings, while Mh@n-technology based

innovations, there could be social, organisati@nahdustry-wide benefits.

Technology-based accounting innovation can be ssen continuous stream with
potentially differing individuals involved in diffent processes. However, the
literature in the field of technology-based accaumtinnovations has traditionally
focused on improving an outcome rather than a gsoc€his reveals a gap in the
literature, where few studies of technology-basedoanting innovations (such as
ERP) deal with processes and how these procesggsvienthe accounting-related
outcomes being investigated. There are two aspedisis gap in the literature: the
‘supplier’ or builder of technology-based accougtinnovations; and accounting as a
‘consumer’ of technology-based accounting innoveicuch as the ERPs. In the
literature reviewed for this research, there isufficient focus on the ‘supply side’,
insufficient focus on adoption within the accougtifunctions, and a need for more

process studies to explain the continuous relatipss
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Thus the review of the literature above suggegi@pa The focus in the literature is on

the demand side — the what — rather than the sugugdy— the how.

2.4 Research Questions

The gap identified in subsection 2.3.4 informs thevelopment of the research
questions for this thesis. The current emphasithénliterature is on IT-based tools
satisfying the requirements of organisations intwhay need to do business (demand
side) rather than the ‘how, why, and what’ accontgantroduce to the organisation

(supply side) that are innovative and of benefihéiey 2005).

To examine the adoption of accounting innovatiomsl dheir effects on the
organisation, the following research questions vpersted:
Q1: How does technology-based accounting innova{ibBAI)
emerge and stabilise within accounting functions?
Q2: What effects does a technology-based accouirtimgvation

have for and within accounting functions?

These questions will be asked specifically in refato the areas of the finance and

accounting function, and management decision-mgingesses.

In asking how accounting innovations are adoptecli$ is on the early phase of the
organisation, where decision points are found diettrmine the outcome for the
future prior to the organisation’s accountabiliigaharge to the external community.

This is at the point where things are open, ancethee many lessons to be learned.
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By investigating the effects of the innovationstbe larger organisation, a more
complete picture is revealed of the role of accants, and the accounting function in

the organisation.

2.5 Summary

This chapter reviewed the extant literature bothelation to the adoption of non-
technology based accounting innovation and teclyyob@sed accounting innovation.
It further explored the effects of accounting inaten. A gap was identified in the
literature in which the prior literature emphasisfddbased tools developed in
response to organisational requirements — the deside. The literature is relatively
silent on the ‘how, why, and what’" accountantsadtrce to the organisation — the
supply side — that are innovative and of benefihgkey 2005). It is this area that this
thesis seeks to explore and this gap informs theldpment of the research questions

of the thesis.

Emsley further supports the case for the supplg-gdrspective using Jones and
Dugdale’s argument (Emsley 2005; Jones & Dugdal®20ukka & Granlund 2002)
that “certain high profile individuals have promdteéhe supply of managing
accounting innovations (such as ABC and the bathscerecard) to exploit potential
consulting opportunities rather than because tier@ny hard evidence that these
innovations are efficacious.” Consulting opportigstfrequently involve related IT-
based projects such as third-party supplied enserpresource planning (ERP)
implementation. The categorisation of IT-based vations into demand-side and
supply-side contrasts with earlier work by Wolf®94) which identifies innovations

research into three streams of a) diffusion, b)ouativeness, and c) process.
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Diffusion of an innovation refers to “its spread through apylation of potential
adopters” while the objective of organisatioimalovativenessesearch is to “discover
the determinants of an organisation’s propensiiptovate. (Wolfe 1994)” However,
demand-side analysis considers both diffusion amtbvativenessas forming a
contentstream. Therefore, more recent research has lomkadd contrasted content
and process studies. Process studies “typically lasgitudinal case studies to
examine ‘how’ and ‘why’ innovations develop” andntent studies “often use cross-
sectional surveys to evaluate the relationship betwdifferent explanatory factors

and innovations.” (Emsley 2005, p. 159).

In summary, the two gaps identified in the exté@stature are:

G1: Accounting innovations and technology-basedoanting
innovation studies focus on relationships with agdong as
'supplier’ whilst elsewhere in business as ‘consuroé
innovation, but there is:- a) insufficient focus'sapply-side’,
b) insufficient focus on adoption within the acciog
functions, and c) still a need for more processdigts to
explain the continuous relationships.

G2: Technology-based accounting innovations havecef as
shown by findings in the extant literature, butytheo not
necessarily consider the effects for and withinocaacting

functions.

Figure 2.2 shows the gaps in the literature inti@ato the important issues and the

core research questions.
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Figure 2.2 Issues and Literature Gaps addressing éhCore Research Questions

Chapter 1: Chapter 2: Chapters 3-7:
Gapsin Literature

Core Research Questions

Important Issues

G1: Accounting innovations
and TBAI studies focus on
relationships with accounting as
'supplier' and elsewhere in business
as 'consumer' of innovation,
butthere is:-

a) insufficient focus on 'supply-side’,
b) insufficient focus on adoption
within the accounting functions, and
c) still a need for more process
studiesto explain the continuous

11: There is
significant demand to
transform accounting
functions and technology-
based accounting
innovation (TBAI) is an
important

Q1: How does
TBAl emerge and
stabilise within
accounting
functions?

enabler.

12: Adoption of
accounting innovation
generallyis low (except
Balanced Scorecard) and
thereisaneedto
examine TBAI in
accounting functions.

These are important issues

worth investigating in a
DBA Thesis.

relationships.

Q2: What effects
does TBAI have for
and within

G2: TBAI have effects
as shown by findings in
the extant literature,
but they do not
necessarily consider

the effects for and
within accounting

accounting
functions?

functions.

Thesis aimed to answer

These gaps suggested
the directions and aims
of this thesis.

these questions.
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CHAPTER THREE
Actor-Network Theory

“... perfectly fit for a blind, myopic, workaholiaatl-sniffing, and collective

traveller” (Latour 2005, p. 9)

1

3.1 Introduction

This chapter reviews the theory that is used torinfthe empirical analysis of the
thesis. The theory used is Actor-Network Theory TAMNd specifically sociology of
translation (or network building) that is locatedhin ANT. This chapter reviews the
theory and its implications in several subsectidnsSection 3.2, it provides an
overview of actor-network theory and explains whiTAis particularly suitable for
the research questions examined in this thesigioBe8.3 focuses on the area of
Michael Callon’s four ‘moments’ within ANT. SectioB®.4 looks at the ANT forms
such as centres of calculation and action at amtst Section 3.5 reviews ANT in the
field of accounting. This may provide an opportyrits locate this thesis within the
stream of the studies of accounting innovationg tleve used ANT. Section 3.6
provides a summary of the chapter. Chapter 3 Theoggther with Chapter 4
Methodology provide the justification for the resda study that is described in

Chapters 5 and 6.

3.2 Actor-Network Theory

The concept of actor-network theory was developeBrono Latour (1986), Michael

Callon (Callon, 1986) and John Law (1987) at thente de Sociologie de
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I'Innovation (CSI) of the Ecole Nationale Supéreedies Mines de Paris in the early
1980s. It was initially created as an attempt talanstand the processes behind
innovation and knowledge-creation in science ardahrielogy as observed in the
research-based workplaces. Therefore these autlieve much from science and
technology studies (STS) or research work on léegbnological systems as well as

studies in sociology of scientific knowledge (SSK).

From the point of view of Actor-Network Theory, owations such as technology-
based accounting innovations travel by being pafsed one actor to another across
time and space, and during this travel the innowatis constantly modified or
mediated. What ends up as the adopted innovatitireisotality of modifications or
mediations applied such that it is an inherent phathe network. This is in contrast to
other diffusion approaches that suggest that int@mva travel on their own
momentum, implying that innovations can travel dirg without the social influence
of actors in the network. Thus the primary waytiadg actor-network theory and the
cases where it is found is to follow actors andoiwrations (where innovations are
treated like actors too) and observe the netwodnsforming and mediating.
Necessarily, following the actor involves observiqgocesses that lead to
transformation. These processes are in fact effopersuade or mobilise other actors
until such point that the network stabilises ancerggas in its mediated form. When
observing and following actors, it then becomey ¢a®bserve the effects of the one

actor (the innovation) against the other actoth@network.

The central theme of ANT is the emergence of sac@tler. Thus ANT studies focus

on how order is accomplished and made stable awerdnd space. It is a methodical
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device based on the world view of tracing the psscef how society is assembled.
Consequently, ANT looks at the world as comprisirejerogeneous relations and
processes where humans and non-humans alike atedras actors (Johannesson &
Baerenholdt 2009). But for Latour (2005), ANT is pignan attempt to allow the
members of a contemporary society to have as mashdy in defining themselves as
that offered by ethnographers. Latour described ANFigins via its alternate form
‘sociology of translation’:

“ANT is simply the realisation that something unalsthad
happened in the history and sociology of scientifard facts,
something so unusual that social theory could noengo through
it than a camel through the eye of a needle.” (lLat®005, p. 106)

Uden and Francis (2011) also described ANT:

“ANT is a heterogeneous amalgamation of conceptsakial,

textual and social actors. Actors in ANT, knowrAatants, are any
agent, collective or individuals that can associatalissociate with
other agents. Actants enter into network assoaiatimat in turn

defines them, names them and provides them witlstesue,

action, intention and subjectivity. It is via thetworks that actants
derive their nature and develop as networks. Thenrddference

between actors and actants is that only actors alpée to put

actants in circulation in the system. In ANT, thecial and

technical aspects are treated as equally importANT denies that
purely technical or purely social relations are pidde. Instead it
considers the world to be full of hybrid entitiegntaining both

human and non-human components. Actors in ANT dechoth

human beings and non-human beings (such as tedjyjotbat

make up a network to be studied. In ANT innovatitempt to

create a forum, a central network in which all thetors agree that
the network is worth creating and maintaining. Nuows actors

within an organisation may be involved in a diffgrgorocess of
translation, each with its own unique charactedstand outcomes.
Each actor will have their own view of the netwarid their own

set of objectives and goals. The process of tréiosiaeeks to align
these goals with those of other candidates forné®vork and to
create a set of shared goals.” (Uden & Francis 20p125)

A network association provides an opportunity tomeathem and give them

substance, action, and intention (Callon, 1986)is Tthen leads to a process of
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translation as recognised by Callon (1986). Thud AdNalso known as the sociology
of translation. The translation process is a preadsnegotiation where actors and
actants interact to establish common definitions mr@anings, define representatives
and co-opt each other in the pursuit of their ownectives. This leads to the
establishment and stabilisation of a durable ndiwiglichael Callon also defined the
translation process as having four moments to atdithe crucial points where the
network is established and made durable. Secti@n \Bill discuss the different

moments defined by Callon.

There have been critical points raised against AMTthe early years, ANT was
subjected to criticism about its applicability amtevance. Johannesson (2009) argues
that ANT-inspired approaches are not the most alsvhoice for studies of cultural
imaginations, geographical imaginations, natiomialiprojects and the like. For
Latour, this inapplicability could be due to misenstanding what ANT is and the
connotations of the terms used. As far as undetstgnANT, there were four
difficulties in the terms used to label ANT — thends ‘actor’, ‘network’, ‘theory’
and the hyphen are like “four nails to a coffinathwvere threatening to push ANT into
eventual disuse. Latour later reversed his commemt&NT’s unsuitable choice of
vocabulary by accepting a double entendre metaghANT as an insect and ANT as
a qualitative approach. Thus, the ANT acronym isteq@appropriate as it “was
perfectly fit for a blind, myopic, workaholic, ttesniffing, and collective traveller."
(Latour 2005, p. 9). The phrase somewhat desciiods the insect as well as the
gualitative approach as a rigorous ethnomethododébgburney. This satirical method
of responding to the criticism of ANT is also ilitetive of the technique of

combining physical and metaphysical analogies tecilege many ANT forms. For

Page 60



example, Callon used this technique to describe amemt of translation as
“negotiating a strong current of obstacles” by mefg to both an ant-sized larva
swimming in a body of water as well as an expadrgist extemporising in front of a

hostile audience of other scientists (Callon 1986).

More importantly, the difficulties faced by the ginal proponents in addressing the
criticisms of ANT illustrate that ANT itself is ahéory that struggled to find
acceptance in the research community during thlg éaxys, to the point where the
main advocates had to distance themselves from AN label after 1999
(Johannesson & Baerenholdt 2009). In other wordsT As competing with other
theories for dominance in a socially-based selagbimcess. By its own description,
ANT is an actor in an actor-network world thatranisforming across time and space.
Some of the focal actors in this network includéé riginal proponents, their
amusing metaphors, ANT, the research community ted alternative theories.
Although in the early days Latour fumbled from otjeg ANT as a misnomer to
accepting ANT as an insect mascot, essentially ANIE come a long way in
establishing itself in the extant literature todayis battle can be appreciated from
Latour’'s own acknowledgement in the opening padéssobook (Latour 2005) when
he refers to his works as having passed throughyrasatars. His use of the word
‘avatar’ suggests that each version was his owrexgt his intended influence) yet
was malleable and mediated by the current thougfhtise time. Thus, his avatar is a
boundary actor (Briers & Chua 2001) able to traesgsace and time easily. Through
his books, Latour’s intention is for ANT to fightrf dominance across this space and
time:

“This book has passed through many avatars. It begimost
thirty years ago, when | had the chance of beinggka primate
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sociology by Shirley Strum and her baboons in Ke\though

that project with Shirley has remained in limbo,héis been the

staple of my teaching of sociology to young engsaethe school

of Mines in Paris. When in 1996, | was offered itceghe Leclerc

lectures in Louvain-la-Neuve, | decided it was abdime to

synthesise what | had learned from Michel Calloohn) Law,

Madeleine Akrich, Andy Barry, Annemarie Mol, An&idennion

and many others in what had become known as Acomdik

Theory.” (Latour 2005, p ix)
Thus, in the actor-network world of research, theeege other theories that competed
with ANT in describing the adoption of innovatisych as innovation diffusion and
technology acceptance model. Innovation diffusiomifusion of innovations (DOI)
is “the process by which an innovation is commuigdathrough certain channels
over time among the members of the social syst€Rafers 2003, p. 5Xhe failure
to diffuse over the social system implies the rgpecof the new idea and therefore
the decision not to adopt the innovation. While AN&S four moments of translation,
DOI has four major elements: 1) the characterist€sthe innovation, 2) the
communication channels, 3) the passage of time4aige social system. These four
elements suggests that adoption of an innovatiamgisen, that it will happen and the
only question is at what rate. Thus Rogers sugdhstsneasure of rate of adoption.
This rate, according to Tatnall (2011), is affected perceived characteristics of

innovations: relative advantage, compatibility, gdexity, trialability and

observability.

DOl is not without its successes even in the adopdf technology based accounting
innovations, as in Brown, Booth & Giacobbe (200#&cdssions of the adoption of
ABC (activity based costing) in Australia. Browet al work presented a survey
based study to examine the paradox of why so fewpemies have adopted ABC

despite its demonstrated benefits to organisationBis survey of Australian CPA
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members provided a cross-sectional picture of asgéions in various stages of ABC

adoption, thus depicting an indication of the i&tdiffusion within the industry.

Brown, et al therefore illustrated a distinct aczge of Diffusion of Innovation - that
the quantitative nature of DOI in establishing teraf adoption - allows for further
quantitative research into establishing explanatactors of adoption. Thus their
study presented a more integrated and extendeteticad model of how firms adopt:
“The present paper set out to present a more irategt theoretical
model of the stages firms go through in ABC adopéind then to
empirically examine the impact of a selected raoigechnological
and organisational factors on movement through ehstages of
adoption. This aim was motivated by the disparast ef
theoretical approaches and a wide variety of prade factors
considered to date in the developing research o€ Aoption,
leading to a failure to build upon previous resdasnd to develop

the cumulative effects of pursuing streams of meted&Brown,
Booth & Giacobbe 2004, p 353) “

Consequently, some of the discussions of compdi@gand Actor Network Theory

can take the form of criticisms between quantieawnd qualitative research. Brown
et al (2004) noted how their study can be limitathwgtatistical bias because of the
nature of surveys. Therefore, there will be a tamtsneed for further validation to
identify other factors that may have higher stat@tsignificance as derived from

different samples.

The technology acceptance model (TAM) is basedeweral theories that describe
system usage (specifically IT-based systems) froengdoint of view of the typical
computer end-user. It assumes that computer user®amally and rationally and use

information in a systematic manner within the wdake. This process allows them a
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valid platform to decide whether to accept or regdechnology such as the actual
system they are using. Tatnall (2011) explains that
“TAM theorises that the effects of external valesb (such as
system characteristics, development process ornitrg) on
intention to use the technology are mediated byceieed
usefulness and perceived ease of use becauseeif thilngs are
equal, the easier the system (technology) is thee mseful it can
be.”
TAM has a very strong social basis, like ANT. Farganont (2007), TAM assumes

that when someone forms an intention to act thef be free to act without

limitation.

However, Latour rejects the arguments of diffusmadels such as DOl and TAM
because they assume that innovations generallythavability to travel on their own.
Latour does not agree that innovations travel ieddpntly. Latour explains that the
DOI model considers innovations as facts and mashim free floating motion:

“At this point these people do not do anything miréhe objects,

except pass them along, reproduce them, buy thelneybe them...

It also seems that all the work is now over. Speatdby a few

centres and laboratories, new things and beliets@merging, free

floating through minds and hands, populating therldvowith

replicas of themselves.” (Latour 1987, p.133)
Only in exceptional cases (such as news) can iriom& travel on their own,
otherwise they need to be propelled in the handactdrs or allies in the form of
humans and non-humans through a process of tremms(&atour 1987). Thus ANT is

the more suitable model if the innovation is toiteestigated for itprocessesather

than the metrics and measures.
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Similarly, Uden and Francis (2011) support ANT @zt of DOI by giving the
following benefits for using ANT, when used in thederstanding, development and
adoption of an innovation:

« ANT allows an open-ended array of things that neebe aligned
including work-routines, incentive relationshipgistems modules
and organisational roles.

* ANT is appropriate for preparing design stratedigsaligning the
interests of the actor-network that is having therests of all their
influences fit together.

* ANT allows aligned interests to be inscribed intwable materials.

* ANT also introduces the concept of ‘black-boxingeéled actor-

networks).

Subsequently, Baxter and Chua (2003) celebrateatdhieal contributions between
ANT and accounting in a review of contributionsnt@anagement accounting from
different sociological models that included nottjddNT but also institutional theory

structuration theory and the Foucaldian approache Tatourian approach by
followers of ANT argued that management accountinmbers are fabrications, and
that they are simply inscriptions built to appesfacts:

“Followers of [Latour] are concerned with understding
accounting technologies in the context of netwakfuman and
non-human ‘actants’. Correspondingly, it is arguethat
management accounting numbers are “fabricationsbr
inscriptions ‘built’ to take on the appearance dhicts’. Case
studies illustrate how management accounting numbare
constructed to accommodate and persuade diverseests within
organisations. For example, the [research] argudsatt the
construction of budgeting numbers within Britiskgrth American
and Australian hospital systems respectively, ve®Ico-opting the
interests of medical practitioners, hospital adrsirators and
policy setters in these arenas. As a result, wenbegrecognise the
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fragility of management accounting numbers. Thasabers are
built on the shifting and transient interests ofmhrate groups of
organisational participants who work incessantly nt@intain the
[position] of (their) numbers and influence overganisational
functioning.” (Baxter & Chua 2003, p. 102)

Tatnall also agrees that innovation translatiothwANT is the better model that
allows innovations to be adopted, therefore sugplgriffusion of innovation:

“Latour maintains that in an innovation translatiomodel the
movement of an innovation through time and spaoe ke hands
of the people, each of whom may react to it irediffit ways: they
may modify it, deflect it, betray it, add to it,pmppriate it, or let it
drop. He adds that this is true for the spread ajthing from
goods and artefacts to claims and ideas and thattoption of an
innovation comes as a consequence of the actiomveyfone in
the chain of actors who has anything to do withg. suggests that
each of these actors shapes the innovation to their ends, but if
no one takes up the innovation then its movemenplgi stops.
Here, instead of a process of transmission, we lapeocess of
continuous transformation where faithful acceptamnoeolving no
changes is a rarity requiring explanation. Insteanf the
transmission of the same token — simply deflecteslooved down
by friction — you get the continuous transformatminthe token.”
(Tatnall 2011, p. 56)

In addition, from the researcher’s point of viewras a strong urge to investigate the
variety of phenomena that influence the course rofirmovation (Callon 1986);
(Latour 1987). ANT requires that to understand éheergence of an innovation, the
researcher must investigate the pressures thatvidnile it is being put together, and
describe the processes of translation and dispkxsethat gradually change; thus
adapting the innovation to changing circumstan¢és. researcher is able to account
for the changing innovation as minute details & thnovation story unfolds and
develops:

“This plea — to restore innovation in the making tivaiut

intervening in the explanation of those elementg€kvare unknown

until the end of the process — leads to challengwery story, every

interpretation which censures, evaluates, or evense; ridicules
the stands taken or arguments developed at the ntomken
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decisions are taken.” (Akrich, Madeleine, Callonichkl & Latour,

Bruno 2002a, p. 191).
Thus the overwhelming argument for choosing ANTrovtmer diffusion models is
the need to account for rather than assume abeugrtiiironments and uncertainty
surrounding the innovation:

“Any analysis, any judgement which does not regoestthis co-

production of the object and its society ... wouldobéttle use ...

Socio-technical compromises and negotiations are tiwo key

notions which allow this work of mutual adaptation to be

understood” (Akrich, Madelene, Callon, Michel & Latour, Bruno
2002b, p. 211).

3.3 Sociology of Translation

The process of innovation building and adoptionpess over space and time. As a
constantly emerging and potentially unstable netwibrmay be hard to trace the
crucial points in space-time that enabled the chahgthe case of organisations and
innovations, these changes may well happen acreesrad years, across remote
distances and between many communities. To trazechlanges that occur, Callon
uses the four moments of translatiorpreblematisation interessementenrolment
and mobilisation— as a way of identifying the crucial points of esd and when
important things happened. This section attempéxpdain Callon’s four moments of

translation.

3.3.1 Problematisation

Problematisation is the initial phase of the tratish process and subsequent creation
of a viable network. Callon describes problemaitisaais having two parts: the inter-

definition of the actors and the definition of @atory passage points.
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In his seminal article, Callon (1986) describes hbe development of scallops and
the fishermen of St Brieuc Bay followed a pattefrasociology of translation. Here
he describes how three researchers determined af smttors and defined their
identities in the problematisation stage. This $iameously establishes, in a double
movement, an obligatory passage point:

“During problematisation, a primary actor tries testablish itself

as an obligatory passage point (OPP) between theraictors and

the network, so that it becomes indispensable. OR® is in the

primary actor’'s direct path while others may hawe dvercome
obstacles to pass through it.” (Uden & Francis 20p126)

The inter-definition of actorsrefers simply to the parties that have a stakéhen
problem. In the case of the scallops and fisherrtienproblem/question was whether
the young scallopsPecten maximyswould attach themselves to underwater
collection pods and grow to be farmed.
“The questions formed by the three researchers ahd
commentaries that they provide bring three othetoesc directly
into the story of the scallops, the fishermen ofB&euc Bay, and
the scientific colleagues. The definition of thastors, as they are
presented in the scientists’ report, is quite rougtowever it is
sufficiently precise to explain how these actore aecessarily
concerned by the different questions which are @daed. These

definitions as given by the three researchers tlebras can be
synthesised in the following manner.” (Callon 19867)

How and Alawattage (2012), describe ‘problematsdtas a decoupling between a
centre and the periphery in the case of a Malaysiampany justifying the

implementation of a new ERP system. In this cadaraach manager resigned with
two staff to form a competition to the original cpamy. This then highlighted the
problem that the branches operate with poor canfrom Head Office, and there was
an inability of the current accounting controlsrégiment the periphery. What was a
simple incident of the resignation of actors hasnbeter-definedto be the ‘historic’

trigger to implement a new accounting regime:
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“This particular incident was ‘historic’ in the see that it provided
the impetus to bring the accounting system to d¢inefrfont of the
managerial agenda for transformation. The centregiability to

find out exactly what had occurred at the outleha@ned was
understood as an accounting problem. It created egan
acceptance across the organisation of the inabiitythe existing
accounting regime to regiment the periphery: of iheapacity to
render the periphery properly visible to the cerdired, thereby to
hold the periphery accountable. Consequently iatbee obligatory
that top management ‘do something to prevent tlceirrence of
such an event.” (How & Alawattage 2012, p. 410)

With the case of the scallops, there is a simpkestion that each stakeholder would
like to know the answer to: the fishermen woulekltk know, so they can implement
the relevant farming techniques; the scientific oumity would like to know since it
has not been seen before; and of course arguablyctidlops would like to know for
their own survival. (Recall that in ANT, there i€@ancept of symmetrical treatment of
all actors whether humans or non-humans.) Fin#lly,three researchers would also
like to know as they are keen to help the fisherreennomically succeed. The
actors/actor groups may have different agendasdividual problems, but here they
are facing the same identical question: deesten maximuanchor? This is enough
to ‘inter-define’ them by establishing their ider@s and the links between them:

“Of course, and without this the problematisatioouwid lack any

support, the three researchers also reveal what themselves are
and what they want. They present themselves ag*lbasearchers

who, impressed by the foreign achievement, seeldvance the
available knowledge concerning a species which hatl been

thoroughly studied before. By undertaking this stigation, these
researchers hope to render the fishermen’s lifeezaand increase
the stock of scallops of St. Brieuc Bay. This exarsipows that the
problematisation, rather than being a reductiortld investigation

to a simple formulation, touches on elements, adtlpartially and

locally, which are parts of both the social and tiaural worlds. A

single question — doeBecten maximusanchor? — is enough to
involve a whole series of actors by establishirgrtidentities and

the links between them.” (Callon 1986, p. 7)
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The question “Doe®ecten maximuanchor” is therefore the single point where all
the actors converge. Not only does Callon idenhfy agendas of each actor, he also
describes that the actors recognise that “theiarade around this question must
benefit each of them.” In other words the actonsl fihat they are obligated to take
detours and movements in synchrony with each o#imel specifically upon the
bidding of the focal actor who established tidigatory passage poinOr viewed
alternatively, the road is blocked by a seriesrobjems:

“[It] shows that the problematisation possessestai@r dynamic
properties: it indicates the movements and detdbes must be
accepted as well as the alliances that must beethr@he scallops,
the fishermen, and the scientific colleagues arierfed: they
cannot attain what they want by themselves. Theadris blocked
by a series of obstacles problems. The futur@emiten maximugs
perpetually threatened by all sorts of predatorsvas ready to
exterminate them; the fishermen, greedy for sterhtprofits, risk
their long term survival; scientific colleagues wivant to develop
knowledge are obliged to admit the lack of preliann and
indispensable observations of scallops in situ. fés the three
researchers, their entire project turns around tpeestion of the
anchorage ofPecten maximusFor these actors the alternative is
clear; either one changes direction or one recogsithe need to
study and obtain results about the way in whichvdar anchor
themselves.” (Callon 1986, p. 8)

Callon describes this “holy alliance” as the assibons between the entities, therefore
defining their identities and what they want, ahis is what will make the scallops
multiply. Figure 3.1 shows the road map that ithby the inter-defined actors and

their obligatory passage point.
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Figure 3.1 Road Map of Actors Faced with the Obligory Passage Point

Focal Actor Actor1 Actor? Actor 3

v[[¢

Obligatory Passage Point
Does

Pecten maximus
anchor?

PROBLEMATISATION

3.3.2 Interessement

Interessement (a term of French origin and usedrsymously with the word
‘interposition’) is the second stage of the tratisiaprocess. Problematisation alone
does not guarantee the emergence of a networkoudtinthe identities of the entities
were established in problematisation, each entitysted can either submit to the
definition or refuse the transaction. There is lyeahothing more done in
problematisation other than identification. Thectem of the entities is not known,

and certainly the entities have not been influenaesd

Interessement is the set of actions performed byfalal actor to elicit a positive

response from the actors identified. These act@wasot meant for the focal actor to
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change the nature of other actors but merely tpbse and stabilise the identity of
the other actors it defines through problematisatimstead, the focal actor’s actions
consist of placing interessement devices in fréhe other actors:

“Interessement or ‘how allies are locked in plaeceses a series of
processes that attempts to improve the identitres rales defined
in the problematisation on the other actors... It me@teresting
and attracting an actor by coming between it anansoother
actors. This is the process of recruitment of agtercreating an
interest and negotiating the terms of their invaiemt. The primary
actor works to convince the other actors that tlmdes it has
defined them are acceptable. Where there are grotipstors with
the same goal, these can be represented by a sactde.” (Uden
& Francis 2011, p. 26)

How and Alawattage (2012) describe ‘interessemanta discursive process through
which a set of ‘institutionalised myths’ is trarteld into a set of organisational

propositions that organisational actors collectivatlieve are indispensable. This can
be enacted when a focal actor such as the Finaimeet@ (FD) takes the central role

in the implementation of an ERP:

“Empowered by the acquired role of translator-spaikan, and
mobilising his cultural and symbolic capital as oo& the most
educated and professionally trained managers, R ttreated an
alliance between the centre and the periphery fewéeryone’s
common good”. He got accounting clerks and othereftested’ in
the activities required to translate their local aunting system
(especially expenditure coding and classificatitmpAP. Although
they resisted initially, especially owing to thedambnal workload

during the transition process and ignorance andomigeptions of
SAP, accounting clerks at the sales outlets wesdyebrought to
the project by employing a combination of monetegentives
(overtime payments, which had never been offereldisncompany
before), subtle punishments (ridicule) and officiateats of job
losses for those failing to learn SAP. A series ti@ining

programmes was put in place. The first programmmmea at
introducing SAP to all the clerks. Each of them yweasvided with a
handbook which described SAP characteristics, fanst and
provided problem-solving tips. The next programnm&oived
specialised functions such as human resources, ndma
purchasing, sales and others. Clerks were groupefb function
and required to attend training related to partiaulfunctions”

(How & Alawattage 2012, p. 411).
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‘Interessement devices’ are items placed betweeh aad every actor/actant. These
interposed devices are what will make the actorerested’ in submitting to being
part of the inter-definition. Interessement devinesy be real or metaphysical. In the
case of the scallops, the devices consist of palysavlines and collectors in the
water that entice the young scallops to be donmasticand submit to the role of
candidates for attachment and farming. For the dasmand other groups, their
interessement devices consist of “texts and coatierss” that lure them to follow the

focal actor’s project.

Whether real or metaphysical, the objective ofregeement devices is to strengthen
or weaken existing links. If there is a link betwesn actor and his personal goal that
does not take the road map via the obligatory mesgaint (OPP), then this link is
meant to be weakened (if not completely cut off) dy interessement device.
Conversely, if there is a link between the acta¥ argoal that follows the OPP, then
this is encouraged in the interessement devicerefdre there can be interessement
devices for as many as there are possible dirdoikd (from-to) between actors.
Strengthening the links to the OPP and weakeniigrolinks helps ‘corner’ the
entities. In Callon’s domestication of the scallojpere is a striking illustration of this
interessement mechanism. The three researchersinggieed by a Japanese aqua-
farming technique where towlines were used as colfe immersed in the sea and
each collector used fine net bags to anchor thedarThe bags allowed free flow of
water, prevented scallops from escaping and predettem from predators until they
were old enough. Thus the towlines and collectoeseffective interessement devices:

“In this way the larvae are protected during theripd when they
have no defence: that is, when they have no shied. collectors
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are mounted in a series on the line. The ends etwlo lines are
attached to floats that are kept in place by anhamage system.
The towline and its collectors constitute an argpet of the
interessement device. The larvae are ‘extractemnftheir context.
They are protected from predators (starfish) whizdint to attack
and exterminate them, from currents that carry theesay where
they perish, and from the fisherman’s dredge wiiamages them.
They are (physically) disassociated from all thetoes who

threaten them.” (Callon 1986, p. 9-10)

The interessement devices extend and materialise hifpothesis of the three
researchers that they used to establish the walidithe earlier problematisation: 1)
the larvae are constantly threatened by preda2yrie larvae can anchor, and 3) the
Japanese technique can be used in this case asigh®st much difference between
Pecten maximuand the Japanese scallops. However, if the scatlefpsed to anchor

and proliferate, the collectors are then failuned the problematisation is refuted.

In the case of the Malaysian company implementiA§ $How & Alawattage 2012),
the Finance Director considered himself and hidf ssamilar to the scallops
swimming in the sea yet captive within the collestd@he Finance Director described
his (and his staff's) interessement device asfidges in a fish tank, where they must
allow the new regime or else:

“From top management to the accounting clerk, eseeyin this
company should abide by a clear set of accountiolicies and

every transaction should be recorded and documentld is a
basic principle of internal control that | was tautgduring my
Chartered Accountancy training. And this principls a

fundamental pre-requisite for a better managed camgp That's
how and why we become accountants, abiding byules mand to
implement such rules for the betterment of everyoneWe are all
like fish in a fish-tank. The tank is the companyg ave are the fish.
If the tank is damaged and the water leaks out,iththe end of the
fish. For me, finding another tank would not bdidiiit at all, but

for you, | know, it would be really difficult. ...Everyone in the
company should therefore understand that it is @uryown

interests for us to bring in a new accounting syst& protect the
company and to protect everyone’s job. So you shoot see this
as a new problem. It is a solution, but becomesiptesif and only
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if everyone here fully supports it and works toig@nhplemented.”
(How & Alawattage 2012, p. 411)

3.3.3 Enrolment

Once an entity is cornered, there is a need far thke on the ‘role’ that has been
identified during problematisation. Even if theignis sufficiently constrained by the
entrapping device of interessement, there is noagikee of success yet. Enrolment is
the successful-outcome version of interessemerdreftre enrolment describes the
negotiations, trials of strength and tricks thatampany the interessements that
enable success. No matter how constraining thepitigpdevice, no matter how
convincing the argument, success is never assilmedther words, the device of
interessement does not necessarily lead to allkanicat is, to actual enrolment:

“This is where another actor accepts the interedt$ined by the

primary actor. This is the third moment. It is htmdefine and co-

ordinate the role. This leads to the establishmehta stable

network of alliances. It requires more than one sétactors

imposing their will on others for enrolment to becsessful. In

addition, it also requires others to yield. Actascept the roles

that have been defined for them during interesséentamolment

means the definition of roles for actors in the lyeereated actor
network.” (Uden & Francis 2011, p. 26)

Similar to interessement, enrolment can be physicametaphysical as well. For
example, for the scallops to successfully take lenrble as attached entities, they
must negotiate the physical water currents in reacthe collection points. For the
scientific colleagues to take on the support-armeptance-of-knowledge role, they
must negotiate the discussions of the experimeesailts:

“If the scallops are to be enrolled, they must tfitee willing to

anchor themselves to the collectors. But this ared is not easy
to achieve. In fact the three researchers will havelead their
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longest and most difficult negotiations with thalkps. Like in a
fairy tale, there are many enemy forces which gttetim thwart the
researchers’ project and divert the larvae befdreyt are captured.
First the currents: ‘Of the six towlines that weptaced, four
functioned correctly before different variableseirvened. It clearly
appears that the larvae anchor themselves bettehéninnermost
parts of the Bay where the tidal currents are theakest. To
negotiate with the scallops is to first negotiateghwthe currents
because the turbulences caused by the tide arebatade to the
anchorage. But the researchers must deal with ottlements
besides the currents. All sorts of parasites treutble experiment
and present obstacles to the capture of the lafv@allon 1986,
p. 10-11)

Therefore enrolment is the summation of transastitiat occurred that result in the
actors taking the roles identified for them. Foe Htallops of St Brieuc, there were
three parties that negotiated for transactionghé)scallops larvae negotiated as to
whether they would or would not attach themselheegdllectors, 2) the scientific
colleagues negotiated on whether they were prepardsklieve in the principle of
anchorage and to judge the experiment to be comgnand 3) the three researchers
negotiated for everything to be a success and sates such. There was a lot of give
and take as the scientific colleagues requiredipuswvork to be recognised and the
number of anchorages to conclude the experimefiiet@ success. There are also
other parties that didn’t bother to negotiate, isathe fishermen who would simply
accept the conclusions and act on the resultsr Thasent was obtained without any
discussion:

“Therefore for the most part, the negotiation igreed out between

three parties since the fourth partner was enrollgithout any

resistance. This example illustrates the differeossible ways in

which the actors are enrolled: physical violencegdmst the

predators), seduction, transaction, and consenhovit discussion.

This example mainly shows that ‘the definition agtribution of

roles (the scallops which anchor themselves, #teefmen who are

persuaded that the collectors could help restock Bay, the

colleagues who believe in the anchorage) are a lresd

multilateral negotiations during which the identity the actors is
determined and tested.” (Callon 1986, p. 12)
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Figure 3.2 shows the OPP roadmap durmgressemenandenrolmentwhen all the
transactions take place and the links are strengthand weakened. It may be typical

to consider enrolment to naturally succeed aft@r@ssement.

Figure 3.2 Interessement and Enrolment Road Map

Actors:  Focal Adtor Actord Actor? Actor 3
Actorl's Actor2s Actor3's
alternative way to aftemnative wayto altemative way to
attaining gol attaining goa attaining goal
Needtoweaken Needtoweaken Needtoweaken
thislink this ik thislink
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INTERESSEMENT AND ENROLMENT
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However in the case of Alcouffe et al investigasiarf France’s adoption of activity-

based costing (Alcouffe, Berland & Levant 2008)roément was critical because

there was a race for dominance between the costiattog methods GPM (George
Perrin method) and ABC (activity-based costing) ekplaining why GPM lost out,
Alcouffe et al point out the failure of GPM to sessful enrol allies:

“Georges Perrin and his successors therefore tiedenrol allies
and spokespersons but in vain. He and his wife wested them one
after the other. Suzanne had the opportunity toaeimtthe method
into a computer program, something that in thosesdaould
undoubtedly have contributed a lot of power toribevork, but she
failed to do so. Moreover, the Perrins remainedradat about the
GPM's “technical purity”. The name of the method, itself,
showed an excessive desire to claim a place iroHisPlaying the
role of the “guardian of the temple”, Suzanne swssieely angered
all the consultants to whom she licensed the metlya@fusing any
transformation. This made the network rather unigtatue to the
frequent disputes that opposed her to the conssltailso, this
inhibited any translation by other potential allids/ preventing
them from recapturing the concept for their own pmsges.”
(Alcouffe, Berland & Levant 2008,p. 8)

3.3.4 Mobilisation

‘Mobilisation’ is the final stage of the translatiqgprocess where the focal actor is
finally able to represent or speak on behalf ofdtieer actors. In synchronising their
roadmaps as they achieve their individual goals agehdas the actors empower the
focal actor to be their spokesperson. There ardipteillevels of representation (or
equivalences) that happen during mobilisation. &tirs, who follow the OPP and
designate the focal actor as spokesperson, maystieas be representatives of
multitude others like themselves. In case of tlalggs, only a handful of larvae may

have attached themselves to collectors, but thasdfhls represent the entire group
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of scallops within the St Brieuc or perhaps everth@a world. The scientific group
may also represent other scientists in the stuelg and perhaps in the world, and so
on. Finally the focal actor themself speaks on lbebfthese representatives of
representatives:

“[This] is the point where enrolled actors are givehe tools of
communication and are able to themselves creatatanest in the
network or to create sub-networks. This is the Ifinsoment.
Mobilisation occurs as the proposed solution gaimsder

acceptance and an even larger network of abseitiesnis created
through some actors acting as spokespersons farstifUden &

Francis 2011, p. 26).

With the actors of St Brieuc, Callon points outttlateressement and enrolment
involved only a few individuals; a few scallopsfeav fishermen, and a few scientific
colleagues. The question of whetligcten maximuanchors not just by accident is
answered only by these few scientific colleaguesd Avet even with the few
colleagues, it was a fewecten maximudarvae that anchored. The few larvae
represent the anonymous masses of larvae sittitigeincean floor:

“A few larvae are considered to be the official repentatives of an

anonymous mass of scallops which silently andedlysiurk on the

ocean floor. The three researchers negotiate theréssement of

the scallops through a handful of larvae which esgant all the

uncountable others that evade captivity. The masgéeso time

contradict the scallops which anchor themselvesit Which is true

for a few is true for the whole of the populationThis small

number of individuals speaks in the name of thersth(Callon

1986, p. 12-13).
Representation is also at the heart of the resegs’clransactions with scientific
colleagues and the fishermen. The scientific cglies represent the scientific
community and the few fishermen are just officegpresentatives of the industry:

“Properly speaking, it is not the scientific comntynwhich is

convinced but a few colleagues who read the putidica and
attend the conference. It is not the fishermen their official

Page 79



representatives who give the green light to theegrpents and
support the project of restocking the Bay. In bo#ses, a few
individuals have been interested in the name ofniasses they
represent (or claim to represent). The three reskars have
formed a relationship with only a few representagiv— whether
they be larvae on a collector, professional delegabr scientific
colleagues participating at a colloquium” (Callor®&6, p. 12-13).

Mouritsen, Hansen & Hansen (2009) used Callon’grdimmatic forms to illustrate
how mobilisation is achieved through translatiombey showed that management
accounting calculations mediate and mobilise intioma through calculations such
as when they extend or reduce innovation activiiesause performance is adequate
or inadequate:

“Based on examples from three firms, managemenbuwtdog

calculations — sales performance, contribution miaygand ABC

margin — are mobilised in relation to innovation dann turn,

surprisingly, in relation to sourcing and strategyhe management

accounting calculation works by extending or redgcihe number

of entities that innovation can take into accouess by describing

the dimensions of innovation and inter-organisatiodesign and

more by adding perspective to them. This mechargsstronger

when a calculation is challenged by another ones i when there

IS maximum pressure on innovation activities to wshtheir

strategic significance. The tensions between catmrs bend

organisational activities such as innovation to smierations such

as growth, productivity, profitability, and liquigi’ (Mouritsen,

Hansen & Hansen 2009,p. 752).
Mobilisation has the effect of dislodging or traogmg a member of a community
from membership to representation. This displacensewhat renders actors mobile,
and it is in this mobilisation that networks arers¢o emerge and stabilise. Therefore
the multiple levels of representation not only hesahe equivalences but displace
and reassemble actors and entities at another pospace-time. Callon illustrates
this as he points out that the scallops begin msda are counted in numbers, and

then these numbers become tables and graphs ipea pgoort, and these papers are
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further transported to a scientific conference whbey are spoken about by the focal

actors. The entire population Bécten maximulkas been mobilised:
“The symmetry is perfect. A series of intermedmriand
equivalences are put into place which leads todbsignation of
the spokesman. In the case of the fishermen, than ¢h a bit
longer. This is because the professional delegatasd between
the tallying of the vote and the three researchétewever, the
result is the same: both the fishermen and thd@asilend up being
represented by the three researchers who speakaahdh their
name. Although no vote is taken, the agreemenhefstientific
community is also based on the same type of gensgahanism:
the same cascade of intermediaries who little tielreduce the
number of representative interlocutors. The fewleegjues who
attend the different conferences or seminars spedke name of
all the researchers involved. Once the transaci®rsuccessfully
accomplished, there are three individuals who,hia hame of the

specialists, speak in the name of the scallops fsitermen”
(Callon 1986, p. 13-14).

3.3.5 Implications of the Four Moments of Translatn

For Uden and Francis (201Xjanslation explains how artefacts become a result of
negotiations between the involved subjects. TheeefGANT can be used as a
theoretical lens to study the development and aoldptof technology-based

innovations such as AIS.

Using ANT as a tool to study the development andp#tdn of AIS involves other
tools and artefacts. The process of creating tihals ensure the protection of actors’
interests is also callehscription. ‘Inscription’ is the act or process which actors
perform on other actors to shape their attituded properties. Typically, in the
accounting information system (AIS), human actsrgh as software developers and
accountants) are able to inscribe onto non-humaarsagsoftware and financial
systems) through the IT development and designegsocConversely, non-human

actors are able to inscribe onto human actors pyamng the working conditions of
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users of the AIS, although the IT system (AlS) nsiscription tool; the inscription
process itself is the shaping of other actors wibat they are in the community and
roles they play. In any case, each and every nomahuand human is an actor in the

ANT landscape.

Effectively, actors (such as finance users) are &blimplement d@ranslationthat is
carried out via this inscription that transfergihtttes and properties to other actors

(accountants and managers) in the organisatiomairzonity.

3.4 Centres of Calculation and Action at a Distance

To illustrate the concepts of centre of calculataomd action at a distance, Latour
gives the example of ships travelling to far disemand at the same time illustrates
the same as knowledge being collected at a cgmbiat. Latour (1987) relates how
La Perouse in 1785 attempted to travel around thddvwand map the places that he
visited. His maps would give his sponsor the FreKaig Louis XVI a powerful
device by which to conquer natives of the Pacifid Australia. La Perouse was smart
enough to make sure that copies of his maps refumErance by sending them back
home using alternative routes whenever he reacl&gblsshed ports. His maps
eventually returned home, even though he and hps gferished somewhere in the
Pacific (believed to be in the Solomon Islands) aathe even believe he had met a

gruesome death in the hands of cannibals.

La Perouse and his ships represented an iterasios ¢f many) emanating from the
centre of calculation. It is a centre of calculatithat strives to dominate a large
community (of enemy natives) at a distance usirgdimulative knowledge gained

in repeated contacts. If La Perouse did not imptenaeway for his maps to return
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home safely, then his trip would not have conteoluto the growing influence of this
body of knowledge. Doing what he did, Latour poiatg, meant that in the end La
Perouse strengthened the centre of origin. Thevemtivho killed him and his crew
did not stand any chance against the real mighhefcentre of origin. France was
able to chart the globe and open new maritime syudehieving power and riches
along the way. Slowly but surely, across time goate, these native islands would be

conquered without any resistance.

In a double meaning sense, Latour explains this lygtpveen remote offices and
central offices as the ‘Great Divide’:

“At first sight, it seems that the differences bestw La Perouse’s
enterprise and those of the natives are so coloasalo justify a
deep distinction in cognitive abilities. In lesaththree centuries of
travels such as this one, the nascent science ofirgphy has
gathered more knowledge about the shape of thedwbdn had
come in millennia. The implicit geography of thdive is made
explicit by geographers; the local knowledge of tb&vages
becomes the universal knowledge of the cartographée fuzzy,
approximate and ungrounded beliefs of the locakstarned into a
precise, certain and justified knowledge. To thetipans of the
Great Divide, it seems that going from ethnogeobyapo

geography is like going from childhood to adulthpbdm passion
to reason, from savagery to civilisation, or fromstf degree

intuitions to second degree reflexion” (Latour 1997216-217).

Many authors credit Bruno Latour as having devedopetor-network theory in his
book Science in Action [1987] In the final chapter of this book (Latour 1997215-
257), Latour defines ANT as a three-part journeytiolging the Great Divide; and
thus, building great innovations or techno-sciendéss three-part journey comprises

of: a) action at a distance; b) centres of calauhatand c) metrologies. These are

described below.
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3.4.1 Action at a Distance

In the first part of ‘action at a distance’, Latoshowed that the emergence of
innovations comes from an accumulation of knowledgehe same way that La
Perouse’s mapping expedition proceeded to definevikedge’ based on how much
La Perouse acquired information from Chinese saémd fishermen. ANT, therefore,
is a study of innovations in the making, which Latadescribes as cycles of
accumulation:

“The first time we encounter some event, we dokmotwv it; we

start knowing something when it is at least theosdctime we

encounter it, that is, when it is familiar to ugn$eone is said to be

knowledgeable when whatever happens is only onanos of

other events already mastered, one member of thre damily”

(Latour 1987, p. 219).
Latour points out that knowledge has no meaningpaut understanding the process
of getting knowledge. Knowledge is not just abamfbimation or lack of it; but the
knowhow of bringing in more knowledge. It only hsld it can be considered as a
building process:

“What is called ‘knowledge’ cannot be defined witho

understanding what gaining knowledge means. In rotherds,

‘knowledge’ is not something that could be desctibg itself or by

opposition to ignorance or to belief, but only bgnsidering a

whole cycle of accumulation; how to bring thingchkdo a place

for someone to see it for the first time so th&iead may be sent

back again to bring other things back. How to benifear with

things, people and events, which are distant” (lLatb987, p. 220).
Therefore to study an innovation means to studyptibeess of how it was made and

ANT provides this opportunity with action at a diste. Latour used the illustration

in Figure 3.3 to describe this physical cycle afianulation.
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Figure 3.3 Action at a Distance (Latour 1987, p. 29

/K N

X2
3/“."}(1

Coming
back

From the diagramX1 represents the first expedition that failed tanet therefore no
new knowledge is gaine&2 is the second expedition that was able to retuth w
notes and information and that in turn allow&ito study and learn from even before
setting sail; and therefore able to move quicklygether more maps and more
information:

“At every run of this accumulation cycle, more etens are

gathered in the centre (represented by a circléhattop); at every

run the asymmetry (at the bottom) between the gosgs and the

natives grows, ending today in something that iddeeks like a

Great Divide” (Latour 1987, p. 221).
The circle at the top is the point at which a cemi@nact at a distancegainst many
other points. InX1, it acts at a distance and nothing new comesfautla X2, it acts
at a distance and accumulates knowledg&3nit acts at a distance more effectively

because of previously accumulated knowledge, acsdnaglates further knowledge

for the next action at a distance.
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3.4.2 Centres of Calculation

In the second part, ‘centres of calculation’, Latpoints out that even though the
cycle of accumulation endowed the centre with kastwledge from faraway lands,
there is another form of knowledge acquired thateihaps even more important than
the raw data that was returned. This is the knogddtiat is uncovered when the raw
information is tied together and consolidated iméov order of inscriptions. These are
processed and constructed inside centres of catwula here could be an unlimited
amount of new information that could result in céétions and recalculations. The
nth order inscription is just as easy to do asritte-1 order inscription. To give an
example, Latour explains how the chemist Mendel#eough successive versions of
the elemental table and using many previous warks—{) on the problem came up
with annth+1 version that finally produced the periodic tablelements:

“Each element is now situated on a new paper formthe

intersection of a longitude and of a latitude; thosn the same

horizontal line are close by their atomic weighthalugh foreign by

their chemical properties. Those on the same \@rtime are

similar by their properties although they are mared more distant

by their atomic weight. A new space is thus locallyated; new

relations of distance and proximity, new neighbaatis, new

families are devised; a periodicity (hence the navhehe table)

appears which was invisible until then in the chabshemistry.”

(Latour 1987, p. 236)
Therefore centres of calculation are constructeiringing in elements from faraway
to allow the centres to dominate at a distance. é¥@n these elements are not
brought in permanently or else the centres willsbh@amped. Although this sounds
paradoxical it is simply the definition of infornar:

“This compromise between presence and absencetea chlled

information. When you hold a piece of informatiamuyhave the

form of something without the thing itself for arste the map of

Sakhalin without Sakhalin, the periodic table withthe chemical

reactions, a model of Rotterdam harbour withouthhebour itself.
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As we know, these pieces of information (or fowngaper forms
or inscription, all these expressions designatimg $ame movement
and solving the same paradox) can be accumulatedcambined
in the centres.” (Latour 1987, p. 243)

Thus the presence of the centre of calculation im@apability to dominate at a

distance implies that the innovation has stabilised
3.4.3 Metrologies for Extending the Network

Latour’s explanation of the Great Divide descritstion at a distance’ as translating
the world from the peripherpwards the centreyvhile ‘centres of calculation’ refers
to the “unexpected supplement of strength” gaingdvbrking to createnth degree
inscriptions frominside the centresThe final third part of the explanation is
metrologies — the search for universal measurem@&ysthis, there is a need to
expand and go badowards the worldhus observing its effects. Latour points out
that science and technology are not universal,thadonce discovered they do not
automatically spread everywhere without effort. dther words, if scientists and
engineers were followed, their metrological netvgofthe new system of metrics and
measures that they have implemented through thegentions) would be seen to
extend further and further. As we have seen ircémgres of calculation:

“a calculation on paper can apply to the outsiderldoonly if this
outside world is itself another piece of paperte same format. At
first, this requirement seems to mark the end efrtbad for the
calculations. It is impossible to transform SakhalRotterdam,
turbulences people, microbes, electrical grids, aadl the
phenomena out there into a paper world similarhte bne in there.
This would be without allowing for the ingenuitytioé scientists in
extending everywhere the instruments that produis paper
world. Metrology is the name of this gigantic eprégse to make of
the outside a world inside which facts and machices survive.
Termites build their obscure galleries with a mnetwof mud and
their own droppings, scientists build their enlighéd networks by
giving the outside the same paper form as thaheir instruments
inside. In both cases, the result is the same: tagytravel very far
without ever leaving home.” (Latour 1987, p . 251)
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In an organisation, the extension of this metraabiworld is a consequence of

adopting the innovation and the metrics it provides

3.5 Summary

This section reviewed actor network theory (ANTHahowed that it is a suitable
lens through which to study the processes involvdien accountants adopt
accounting innovations. ANT is the better modelctmose over diffusion models
because environments and uncertainty have to bmuatad for rather than assumed
when researching the emergence of an innovatiotautalso defined ANT as the
building of innovations in a three-part journey +orh the early cycles of

accumulation where innovations emerge; to centresloulations where innovations
stabilise; to the metrologies that extend the é&ffe€ innovation. Thus in defining this
three-part journey Latour urges for the need ttofolinnovations while it is in the

making. Figure 3.4 shows how Latour’s definitionAT relates to the core research

questions in investigating the case study.
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Figure 3.4 ANT used as Lens to View Case Study anAnswer Research

Questions
Core Latour's Actor-
Research Questions Network Theory Case Study

L1:
Action at
a Distance -

Emergence

Q1: How does
TBAl emerge and
stabilise within
accounting
functions?

Following

L2:
Centres of
Calculation -
Stabilisation

organisational actorsin
an ethnographic study of
alarge multinational
insurance firmin
Australia

Q2: What effects
does TBAI have for
and within
accounting

functions? Metrologies -

Effects

Organisational actors were

Thesis aimed to answer The case study was .
these questions. viewed using these followed during the
lenses. making of an innovation.

ANT focuses on socially-based processes rather dngcomes or metrics, as would
be the case with an alternative theory like diffason innovations. Selected studies
on accounting innovations using ANT have indicadedilar investigations towards
socially-based processes. Furthermore, ANT in cutjan with Callon’s sociology
of translation suggests following the actors in hbey transform the networks. This

matches with the objective of the current reseafcfollowing accountants as they
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build accounting innovations and reveals the eé$feat the innovations on the

organisation.

For Tatnall (Tatnall 2011), comparing ANT with othmodels of innovation adoption
Is akin to comparing quantum physics with Newtorpaiysics. Models like diffusion

of innovations work on a large scale similar to Nawan physics, explaining how
gravity works between large objects such as plaiMetanwhile, actor-network theory
works on a more quantum level, explaining how fundatal particles and

fundamental forces interact. This analogy illugsatvhy ANT is the more accurate
tool to use when explaining internal and extermdtronships. In addition, it treats
any member of the community equally, whether tecdlnor non-technical, human or
non-human, in the same way that any large bodybggots may exhibit the same

Newtonian properties.

Therefore to address some criticisms of ANT, otineories were also investigated
that are used to study innovations. For this resesy the main shortcoming of TAM
and DOI when applied to technology-based innovatienthat they both refer to
measurements of delivery. Also, there isafmupt differentiation in the state of the
innovation between adopted and not adopted, ratier acontinuouspicture of

transformation, which is a more appropriate framdgwby which to answer the
current research question of how do innovationsrgeistabilise and how do they

affect the organisation.
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In essence, for this researcher, ANT is a moreabléttheory to use as the lens to
study many socially-constructed realiti€onsequently, the next chapters, Chapter 4
(Methodology) and Chapters 5 and 6 (Data Analysepters) will use actor-network

theory (ANT) as the model for studying the reseaase.
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CHAPTER FOUR
Methodology

4.1 Introduction

This reviews the research methodology used in ciillg data and studying the
collected information in the research process. giiveary research methodology used
is ethnographic research — a qualitative researethad typically used to study
cultural phenomena. The review of ethnography iis tthapter will show that
ethnographic research is the suitable methodologhbose because the ANT model
as described in Chapter 3 requires the following abserving of the actors in their
native environment. Also this researcher in hig r@$ one of the innovation builders
was in a unique position to participate and obs#émeeaccountants being followed in
their native environment. As a qualitative toolhreigraphy complements the
socially-based approach of the ANT model in ingeging the case study, that is
ANT is all about faithfully following ethnomethodmy (Law & Hassard 1999).
Thus, a review of ethnography will show that ithe best way to collect and generate

the situationally complex data that will be anatyfy ANT.

To review the methodology, Section 4.2 briefly déses and justifies the

ethnographic research method. Section 4.3 desctitzegeneral insurance industry
where the ethnography takes place. Section 4.4ftherses on the organisation that
is ethnographically investigated and studied i tieisearch. Also provided are some

details on personal interviews conducted in theawigation. Section 4.5 provides
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some insights in the research phase as conductsdeoim the organisation. Section

4.6 gives a summary of the chapter.

4.2 Ethnographic Research Method

The main objective of the study is to determinengigiualitative methods, how the
accounting function changes in the adoption of al$ Annovation, how this
influences the use of the innovation by accountantsthe consequent changes to the
broader organisation. Innovations such as balacoeesard and intangible asset
monitoring have been adopted extensively in manynpanmies but have not
necessarily opened up the accounting function fisical investigation. Thus there is
a need to observe first-hand how the accountingtiom changes and eventually
impacts on the broader organisation within the exinof the adoption of an AIS
innovation. This first-hand participant observati@an best be done with the
gualitative research method of case study, obsgrand interviewing respondents to
determine their involvement in the adoption proceBse case study may help
generate data for an ANT-based model to investiteteresearch objective of how
and why accountants in the accounting functions) @&@ange and how and why these

changes affect the broader organisation.

Ethnography may be criticised as lacking the stmeceind focus normally attributed
to laboratory conditions supported by quantitatwetrics. However, Parker (2012)
notes that the qualitative phenomenon has achiamedcceptable position and role
relative to the still dominant positivist quantit@ mode of management accounting
research: “The time for defensiveness when prasgrdualitative research in the
international accounting community is long gonefdct, ethnography recognises that

laboratory conditions are not the best for investigg social phenomena.” Parker
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compares and contrasts the rigours of laboratongitions versus the reflexivity (i.e.
the ability to internally examine and independerdtitique causes and effects) in
qualitatively studying social phenomenon in theoarding discipline:

“Any engagement with the qualitative tradition imetaccounting
discipline invariably prompts questions concernnagjexivity and
‘rigour’. These are recurring themes. Compared withe
guantitative tradition of assuming the neutral, epgndent
researcher, the qualitative tradition embraces tresearcher’s
close and oftentimes personal encounter with tisearch site and
its members. This then requires attention to redeans’ own
reflexivity in the sense of their being sensitiweahd explaining
their own direct involvement with the research sitéors and their
own role in interpreting and creating meaning frahe data they
collect. For quantitative accounting researchensgour’ is often
employed in a general sense as a code for ‘qudivita and more
specifically as a catch-all term that privilegeseith quantitative
preoccupation with validity and reliability in exp@ental and
statistical hypothesis testing research. The ingptencern of the
guantitative researcher is the ability to replicagenpirical study
results as they search for statistically generdiisarecipes for
policy and practice.” (Parker 2012, p. 58)

Using ethnography as a tool is suitable for sogtiatlies so long as practices are kept
consistent with the rationale of doing qualitativesearch. These practices are

demands placed on the ethnographic practitioner samde of them are discussed

here.

First and foremost of these demands is that theogtlaphic practitioner must
conduct himself in a reflexive manner at all timé&hkis recognises the fact that the
researcher is constantly imbibing information arat just collecting data. It also
recognises that the researcher has a direct ingrathe environment that is being
observed. Only with reflexivity is it possible toamtain a distance and to protect
against or nullify the adverse consequences ohgoative’ during extended periods

of the study. Within the ANT framework the reseaclhas many possibilities for
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engagement. With reflexivity it becomes possiblde¢odirectly engaged in the field,
be able to interact with other actors and shatberbuilding process. This researcher
therefore engages the field of study in the rolpaticipant actor Parker describes
this engagement opportunity in terms of Scapersagéns 2004) five classifications:

“The qualitative tradition recognises and valuesywag degrees of
engagement between researchers and actors in ¢l fscapens
offers five classifications of researcher engagetrpessibilities. As
an outsider, the researcher relies on documentaryees, having
no direct contact with actors in the field of studyis is often the
approach adopted in historical research. As a wisitthe

researcher repeatedly visits the field site(s), lyipg interview,
observation and documentary evidence gathering oasthThis is
typical of field based case study research, forngpla. As a
facilitator, the researcher becomes more directlyolved in field
site activities, assisting with issue explorationdadiagnosis.
Action research is a tradition that often fits irttds classification.
As a participant, the researcher may operate aala viorking

member of the organisation being studied, notingeolations
throughout the working period. As an actor, theegsher may
play a leading role in key organisational activéjehereby having
access to data on management accounting implenn@mtaind

organisational change. Participant and actor roldl within the

ethnographic and participant observer traditiongParker 2012,
p. 58)

Secondly, the ethnographic practitioner must “ermobraituational complexity”
(Parker 2012, p. 54). This is in recognition of faet that an ethnographic study is
extremely rich in data and only by embracing tresplexity can the ethnographer
capture as much of the richness that there is.htn dqualitative tradition, the
ethnographic practitioner adopts a position thamaltely all research is infused with
culture, values, beliefs, stories, language, peimepcognition, ideology and politics:

“Management accounting’s embedded and actioned egland
meanings are all inducible from the field. Text asdcially
constructed reality are forever intertwined and negent the
reflexive engagement between researchers and @gtomal
actors. The multiple accounts and critiques thegdpice, offer an
enhanced understanding of organisational contrdiarge and
management accounting processes in both general wamdue
settings. A hallmark of much qualitative researglts engagement
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with actors and their worlds at close quarters mtlthan research
from a distance.” (Parker 2012, p. 56)

Thirdly the ethnographic practitioner must be fuitgined and practice as much as
possible. Often it is the first time for him to betually using ethnography, and very
likely it is the first time that the particular @mnment will be studied
ethnographically by anyone. Training includes tbditg to immerse in the field of
study for extended periods, the need to thorouglolgument the research, and the
need to analyse collected data while still in tleédf Nevertheless, Parker recognises
that there is a gap between research and pradoceexample, with respect to
evolving approaches to strategy and its implememtat

“The research-practice disconnect has been expthibg some
researchers in terms of academics’ marginal rolephofessional
accounting policy making and the academic resedrekitions
and associated rewards that militate against thisopper and
Kasanen] have argued that very few management atiogu
research studies produce solutions to explicit oigational
problems because their underpinning natural andiadoscience
philosophies exclude such applied problem solving aecause
such solutions draw researchers into confidentiansulting
relationships with the subject organisation(s). fhar drivers of
this research-practice disconnect can be foundhm agendas of
business school deans whose managerial interests meusatisfied
by academic researchers under their jurisdictiomeif interests
are often focussed upon research key performandéeators
(KPIs) that include monetary value of research gsamon, number
and speed of successful doctoral student compkeaon crucially
for this discussion, number of publications in hyghated journals.
Journal ratings are reputationally based without cassarily
reflecting usage or value in use. Consistentlyretpd journals in,
for example, UK and Australian academic surveys mamkings of
accounting journals, are largely economics basedrpals that
demonstrably do not publish qualitative researchug in terms of
practice connection and relevance, the qualitatiresearcher
arguably faces two glass ceilings: trying to pentdr highly
esteemed journals many of which prefer quantitappasitivist
studies focussed upon building and testing predictnodels of
‘what is’, and additionally conforming to a similamonvention in
journals publishing qualitative research that favowstudies
drawing the line at interpreting, critiquing andabrising processes
of ‘what is’. Thus academics have become largedyitutionalised
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into designing and writing studies that fit a teatpl that largely

precludes the investigation, formulation and impdetation of

potential accounting policy and practice.” (Parke912, p 64)
The foregoing provides justification for the usee tlgualitative tradition of
ethnography in this research. But it must be remeetb that the ANT framework
itself is underpinned in an ethnographic environmANT’s strength is suggested in
the emergence of actor networks that must necésbarobserved directly by no less

than a participant observer, that is, another adibus it is possible to justify the

application of ethnography in this case study.

Analysing the networks that formed within this angsation leads to descriptions of
the various other innovations encountered alongMéig The artefacts and potential
actors that form an emergent network are describethprehensively from an
organisational role; not just how they see thenmeselor how others see them, but
how they appear in contrast to a cenpreriphery relationship. Their role is described
from an IT project development phase, which is hthey first came to the
researcher’s attention. Identifying the expectaiohthe potential actors allowed the
researcher to plan a schedule for interviews, obsens and the collation of

available texts.

Describing the organisation this way paints a bemiaf the network that caused it
to change and perhaps also provides clues abouttt@wrganisation, in turn, will

change the innovation that changed it.

There were multiple AIS innovations observed witthie accounting function. But if

each innovation is identified as an actor in theTAModel, then each one has a
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different story to tell. A primary AIS innovationas selected to trace its journey
within the network of actors and actants. This Aiovation is an improved
implementation of an existing reporting system, aihemploys a time-consuming

data-entry and data-validation stage.

Having provided an overview of the research metlaglg the next sections will now
describe the context of the situation where tha@jhaphy will take place. First the
industry is described in general and then the stas#y organisation is described in

particular.

4.3 Australian Insurance Industry

The Australia Insurance industry has three majoti@es — life insurance, general
insurance and health insurance. The life insuraooepanies offer products such as
term life insurance and disability income insurgnebile health insurance focuses on
the universal government provided Medicare andapeivnsurance to offer services
not covered by Medicare. General insurance refera waried range of products
divided into two classes: liability insurance andogerty insurance. Liability
insurance comprises products such as compulsax plarty (CTP) motor insurance,
workers’ compensation, professional indemnity, aratious forms of business
insurance. Property insurance comprises products as home and contents, travel,
and comprehensive motor insurance. Property insargypically protects against loss
or damage. Within these products there are cetypes of insurances that arise such
as compulsory third party (CTP) and worker’'s congagion that are also referred to
as ‘statutory’ because they are uniformly handlecgeescribed by state or national

laws.
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The Australian general insurance industry is regdldy the Australian Prudential
Regulation Authority (APRA). From its website <wwvapra.gov.au>, APRA
publishes a suite of 15 statistical publicationat throvide regular updates on the
financial performance of APRA-regulated industraesl individual entities. Five of
these are for the general insurance industry aneetlare for the life insurance
industry. APRA collects data submitted by the APRAulated industries and
individual entities and shares them with other goreent agencies, including the
Australian Bureau of Statistics (ABS) and the Resd8ank of Australia (RBA), as
well as international agencies such as the Orgamiséor Economic Co-operation
and Development (OECD), the International Monefaupd (IMF) and the Bank for

International Settlements (APRA 2012a).

Some of the life insurance companies and their iehs Australia are:
* AIA Australia — www.aia.com.au
* AMP Limited —www.amp.com.au
e Suncorp Insurance — www.suncorp.com.au
* Allianz Australia — www.allianz.com.au
e MLC Australia — www.mlc.com.au
* Macquarie Life — www.macquarie.com.au

e Zurich Financial Services Australia — www.zuricimtau

The large general insurance companies in Austiradiade:
* |AG Group Ltd (a group comprising of NRMA Insuran@ACV Insurance,
CGU Insurance Australia, SGIO Car Insurance, S@Ktilance, and Swann

Insurance)
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e Suncorp Group Ltd (which owns AAMI Insurance, Gi@&dirance, Apia
Insurance, Just Car Insurance, and Bingle Car anse)

* QBE Insurance Group (a multi-national Australiampany).

To report on the health of insurance companiesARBA report General Insurance
Company Level Statistics (GICLS) includes insurg@edfic information about
financial performance, position, and capital basd aolvency. To align with the
Australian equivalents to International FinanciaépBrting Standards (AIFRS),
APRA adopted a change in the accounting framewndetpinning these statistics:

“On 1 July 2010, the balance sheet and income statés in
APRA’s reporting framework were aligned with thes#alian
equivalents to International Financial Reporting adards
(AIFRS), including AASB 1023. The most significdifterence
between the AIFRS requirements and APRA’s repoftargework
which applied until July 2010 arises from the diéfece between
prospective accounting and the deferral and maiglgnnciples of
AASB 1023. Under APRA’s prospective accounting rtammp
framework, expected future profit or loss on wrntteusiness was
immediately recognised. Under AASB 1023, profit loss is
recognised over time in accordance with the expegiatern of
risk associated with the business.

APRA has aligned the reporting framework with AIFRS
requirements to deliver three important benefiteduce the
reporting burden by simplifying reporting to APR#pvide APRA
with more effective information for assessing iesyrerformance,
and enhance the dialogue between APRA and individsarers
on their performance.” (APRA 2012b, p. 4)

This change in accounting framework is relevantcsjgally to the treatment of
premiums as per Australian Accounting Standardssd®aAASB1023 standard for
Financial Reporting of General Insurance Activitidypically, general insurance
premiums are collected on a yearly basis (12 moibaever, insurance coverage is

provided on a monthly basis and premiums are qooredingly earned on a monthly

basis in exchange for the cover. Thus the yeadynpim total starts as an unearned
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premium amount and is reduced on a monthly basisetimme earned premium.
APRA requires the following metrics — insurance amwe, outstanding claims
provisions (OCP), premium liabilities — to be rejedr under the new accounting
framework (APRA 2012Db, p. 5):

Insurance Revenue: Premium income, reinsurance iprasnand

acquisition costs are deferred and amortised und&SB 1023.

Consequently, unearned premium, deferred reins@wagxpense

and deferred acquisition cost concepts are nowrpa@ted in the

reporting framework. Under the previous prospectaeeounting

reporting framework, premium income, reinsurancempiums and

acquisition costs were recognised fully upfront awere not

deferred.

Outstanding Claims Provisions (OCP): This is recasgd on the

same basis but is measured in accordance with AKEB rather

than GPS 310.

Premium liabilities: The concept of premium liatds is a

prospective item which is not recognised by AASR310t

represents a forward-looking provision for claim®tyto be

incurred on premium already written. Under AASB 3,0Zemiums

are set aside until earned and are subject to tek&lequacy.
There are many metrics and ratios that are cakxuiled conform to these tests of
adequacy and AASB 1023 reporting framework thateganinsurance companies

calculate using their accounting information system

As of APRA'’s report on December 2011, there are G2deral Insurance companies
in Australia. Of these, one hundred twelve (112¢rafe as direct insurers; while
twelve (12) operate primarily as reinsurers. Eigiotyr (84) companies have their
Head Office in Australia, while forty (40) are oseas-based. Ninety-two (92)
companies have no restriction in the General Immgdicenses, while twenty-two

(22) companies are restricted only to operate asofis (no new business), four (4)
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operate primarily for captive customers, and sixdBmarily operate in the lenders

mortgage market (APRA 2012b, p. 26-29).

Some large general insurance companies can encllipgsboth life and general
insurance products as a result of buying other @mas. In this case, they would
normally sell on the non-core portfolio to othesunance companies. For the sake of
fully servicing customers, some life insurance camps can sell general insurance
products (and vice versa, general insurance corapanan sell life insurance
products) through the process of ‘fronting’. Frogtiis selling other companies’
products and taking commissions. Life and generalirance companies typically

underwrite (sell) their core products to simplifypduct risk management.

Although the selling of general insurance policiesbasically the selling of an
intangible financial service, general insurance) (Gimpanies typically align their
business model to a manufacturing process, whedupt offerings are differentiated
to be competitive. However, some Gl products aftcdit to differentiate (such as
worker's compensation) because they are strictiyuleged. In these cases, the
competitive factors centre on the ‘ease of usethef customer-facing systems as
owned and operated by the GI companies. This is @hyompanies make large
investments in building Gl customer-facing systesiech as public websites,
intermediary (brokers) extranet systems, and ialegore insurance systems. To
differentiate products, many Gl core insuranceesyistare able to quickly define new
offerings by identifying a niche market segment aethg able to price competitively
to capture that segment. For example, a Gl compaay possibly define a new

discounted product for home insurance for homeatéaton streets where there are
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retired couples, the idea being that retired caupldl be on the lookout for break-ins
and so there are less chances of a claim. Theisrarsthe core insurance system to
be able to capture this highly specific informateomd incorporate it automatically in

rating engines.

Crucial to the running of an insurance businesthés ability to manage risk via
external reinsurance. Reinsurance is an optioardansurer to reduce its total risk by
passing a set of portfolios to a reinsurer andmgayhe reinsurer a premium. In case
of a claim by the original policy holder, the rainsr reimburses all or part of the
claim costs. The insurance company then is abl@doage its risk mix by selling
unwanted risk or portions of it. Even if an enfiertfolio is offloaded to reinsurance,
the insurer still keeps the original business ratesthip with the policyholder, and this
will still have ongoing benefits with renewals angportunities for offering other

products.

In terms of total assets, Table 4.1 shows the G@position of the top 20 general
insurers in Australia as published by APRA as atdbaber 2011. APRA explains the
source of this information as follows:

“Data in this publication are sourced from auditaggulatory
returns submitted to APRA under tRmancial Sector (Collection
of Data) Act 2001by authorised general insurers and also data
submitted by Lloyd's Australia. Private insureruets relate to the
financial year end of each insurer, which can ocoar any date
within the 12 months up to and including the refieeedate of the
publication. Details of each insurer's balance data be found in
the company classification table.

Lloyd's underwriters are authorised to write Audiza insurance
business under the Insurance Act. It is not possibl compare
Lloyd's data with that of authorised companies.ydle syndicates
use a three year accounting framework and differdasses of
business are also used. Recent years of accountnateyet
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finalised in terms of Lloyd's three year accountaygtem.” (APRA

2012D, p. 30)

Table 4.1 Top Insurer by Total Assets (as at Decerab2011)

Qutstanding Unearned Share-

Investment  Total claims  premum  Total holders'

Company 3 assets  provision  Gabiities  liablities  equity
Insurance Australia Limited 8,357,392 11,679,506 4,582,094 1,795,066 8,269,000 3,410,436
Mianz Australia Insurance Limited 5,932,921 9,192,320 5,117,214 1,796,965 7,346,320 1,346,000
QBE Insurance 4897113 8,410,086 4,326,446 2,205,900 6,850,850 1,571,216
Vero Insurance Limited 4704577 6,330,507 2,036,243 693,931 3,591,644 2,738,843
Suncorp Metway Insurance Limiteg 4,285,600 5,837,051 2677518 B4T630 4,119,004 1,117,947
CGU Insurance Limited 2,872,034 5,057,112 2,287,947 1,071,733 3,834,061 1,223,050
Munich Reinsurance Company Aus Branch 2,195,584 4529495 2,896,454 389633 3hR9.7%8 969,737
IAG Re Australia Limited 629046 4522493 3207178 BAT 76T 4,085,121 467,373
Lurich Australian Insurance Limited 1,815,343 4,508,445 2,942,943 667,086 3,006,118 602,327
Swiss Reinsurance Company Ltd 1,364,069 3,779,659 2,089,727  3RL,897 311327  6h6432
G0 General Limited 2,090,999 3696001 1,933,438 914,154 3188784 507,743
Genworth Financial Mortgage Insurance PL 3,334,936 3,626,177 334,920 1,022,522 1,637,140 1,989,037
Australian Associated Motor Insurers Limited 2,366,625 3,584,146 1,779,317 1,039,512 3,080,613 503,533
Insurance Manufacturers of Australia PL 1,625,712 2094769 611,646 1,310,540 2,407,035 40,659
Chartis Australia Insurance Limited 1,090,634 2,602,930 1,301,497 340,007 2,038,798 64,132
Wesfarmers General Insurance Limited 986,635 2,205,998 943573  7R8,951 1,879,415 314,583
QBE Lenders' Mortgage Insurance Limited 1,700,495 1,895,199 185,435 566,381  &@75,809 1,019,390
BHP Biliton Marine & General nsurances PL 665,154 1,719,082 1,128,395 319 1,149,537 549,545
RACQ Insurance Limited 992,239 1,476,381 799,530 300,736 1,113,498 257,883

Source: APRA (APRA 2012b)

These financial positions are calculated from antiag information systems as well

as other metrics used for calculating tests of adey There is a limit established of

how much risk an insurer can hold relative to ‘mmuidal margin’ amounts that they

have to keep in liquid cash. This is based on thend@ila that outstanding claims

provision (OCP) is equal to a central estimate plygescribed minimum prudential
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margin. If these limits are reached, the insuresthaither stop selling, or increase
prudential margins, or offload risks to reinsurdrbus, the reinsurance business is a
necessary component in the Australian insurancesingl However, since reinsurers
do not maintain customer relationships with origjipalicy holders, reinsurance is
typically done in the international global arenantg large insurers also operate as
wholly-owned reinsurance companies and offload tastheir self-owned reinsurance
company. This may seem like flaunting the ‘pruda@nthargin’ limits, however, this

is allowed as the reinsurance business is alscelglasmionitored and regulated.
Furthermore, reinsurers themselves can offloadsriskd risk portfolios to other

reinsurers.

Prudential margin is an example of many metric$ #éna calculated with the help of
fully consolidated accounting information systemA$S). These metrics are required
for statutory liability valuation standards for geal insurers because of Australian
Accounting Standards Board’s AASB1023 standard Famancial Reporting of
General Insurance Activities:

“The Insurance Act 1978nsurance Act) requires an insurer to set
aside a provision in respect of its liabilities. i&eal insurance
general purpose accounts are governed by AASB10238né€ial
Reporting of General Insurance Activities. Amongeotthings,
AASB1023 requires that a general insurer estabfisbvisions in
respect of its unearned premiums and outstandimgms. The
prudential regime under the Insurance Act imposemiaimum
solvency requirement on general insurers. This iregucompanies
to maintain assets (at market value) in excesepbnted liabilities
by at least a prescribed amount. The calculationhef provisions
for liabilites is governed by AASB1023. That itie tsame
provisions have been accepted for prudential andvescy
reporting purposes under the Insurance Act and gengurpose
financial reporting under the Corporations Law. ltdAASB1023:
- assets are at market value; - premium revenubrasight to
account in line with the incidence of risk; - oatsling claims
liabilities: - are inflated and discounted; - inda an allowance for
claims incurred but not reported; - include an allance for claims
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incurred but not enough reported; and - include alowance for
claims handling expenses” (APRA 1999,p. 5).

4.4 FINCO Insurance Company

The organisation this research studied is the FIN@Drance Company, a fictitious
company name with fictitious actor names to presdhe anonymity of the actual
organisation and individuals that this researcheroantered. FINCO’s essential
description is provided in this thesis but some sgeatial details have been
abstracted. FINCO is one of the largest generalramce companies in Australia and
one of the top 50 in the world. As a financial se#8 group, it has over 10,000
employees in over 40 countries and in 2011, gee@éraver 15 billion dollars (AUD)

in revenue. It operates and sells financial prosluct all the major continents —

Australia, Asia, Europe, USA and Americas.

FINCO is basically a multi-divisional, multi-natiah organisation whose biggest
selling product is general insurance. Althoughbiggest selling product is general
insurance, like many financial companies its biggesirce of income can be from the
investments returns it makes from placing large ammof collected premiums in the

short-term, medium- term and long-term investmeatk®ats.

Each division in FINCO operates fairly independgngind within each division there
can be branches that operate within the local te@twegulations, such as state laws
or national laws. For example, branches operatingrench territories must provide

very specific but French-standardised balance sirekprofit and loss statements.
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Insurance companies are subject to national lawsrarst be licensed specifically for
each country they operate in. If a division opesdtem within a country, then that
division is also incorporated (and licensed) int tbauntry. Similarly, some country
operations are incorporated within the local counthey operate in. This

incorporation is financially reported separatelytire local currency to the local
authorities. The same financial information is tHerwarded and consolidated at
Group level in Australian (AUD) currency. Figurel4ghows the structure of FINCO

Group Executive (including Finance), Divisional &dduntry Operations.
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Figure 4.1 FINCO Divisional Structure
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From this Divisional structure flowchart, the focofsthe research turns to the Asia-
Pacific Divisional Head Office. The managementduite of the finance department
is described and a list of individual actors drawrbe included in the study. They
comprised senior management, accountants, finameeagers and IT professionals.
From the country operations, at the minimum, thiefcaccountant was selected for

interview and/or or observation.

Table 4.2 shows the list of actors/actants thatewsvestigated as possible major
actors that would be followed to trace how the meknemerged and became strong.
All actual names are disguised. Each focal actdrananajor role in the organisation,
before, during and after the network transformatidn many cases the organisational
roles changed, and in some cases the changesnicdideheir actor-network roles.
Initially, each one of the actors listed here wakofved equally. It was recognised
early that this procedure would be temporary andilv@lynamically change after

some analysis.

After preliminary analysis, Table 4.2 shows thealoactors and major actor groups
that were identified to be followed for the resdastudy. Note that the actor group
Regional HO was relatively new and appears latethim research. This group
consisted of actors from a group that was alreaeingo followed. Section 5.2:

Introducing a New Reporting Framework — Problenagitt; will explain how they

were identified because of the roles they playethenetwork. It is noted here that
the data collection focus was changed as sooneafotlal actors were identified. An

additional list of organisational artefacts carfdnend in Appendix Al.
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Table 4.2 Main Actors/Actor Groups and Role Overviev

Actors (Names are fictitious)

Overview of Role

Divisional Head Office

Richard Thames — General Managel
Finance

Alex Burke — Financial Controller
Jimmy Tong — Assistant Accountant
Jerry Tan — Financial Controller
Sally Wilson — Financial Controller
Mario Sanchez — General Manager

Divisional HO Finance was concerned with
ever increasing difficulty in consolidatin
financial information from Asia-Pacific an
Central Europe country operations.
Prior to this concern, the reporting requireme
were simple, the number of country operati
was few, and the IT tools available were suffici

the

g
d

nts

DNS
ent

to deliver the requirements. Beginning in around

2000, Alex Burke was hired for the purpose

of

modernising the reporting methods and setting up

the required tools.

Richard initiated and sponsored the project
asked Alex to engage the IT department to bui
Financial Accounting Information System (FAl
system that will be the backbone of a calcula
centre. Ray assisted Alex in designing repa

5)

and

Id a

ion
rs;

Jimmy entered the information received from
country operations into the FAIS system; Sally

and Ray coordinated with the country operati
to consolidate results.

Country Operations
Pacific-Asia-NZ

Mary Yim — Accountant
Rosie Ng — Regional Accountant

(plus other country accountants)

Pac-Asia-NZ Finance was responsible
reporting the individual country operatior
monthly results to country management and
Divisional Head Office Finance group.
Various operations had different

capability to report on time. In some cases
complexity of the operations applied pressuré
deviate from standard formats of Australasia
and therefore created controversies on whe
country operations should align or Australasia
should create additional standard formats.

Each country accountant was enrolled by A
Burke to draw up his or her results using the 1
centre of calculation. The large country h
enough resources to quickly join and revise t
IT procedures. The small countries operati
needed special consideration, as it may nof
cost-effective to change procedures for a larg
manual infrastructure. Mid-sized countri

ons

for
Sl
to

sizes and
complexity, which correlated directly to their

the
2 to
HO
ther
HO

lex
new
ad
heir
ons
be
jely
es

required special IT consideration or assistance
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Table 4.2 Continued

Actors (Names are fictitious)

Overview of Role

Group Finance

Harry Bennett — Chief Executive
Officer

Mike Paterson — Chief Financial Office
Ray Brown — Management Accountar

Group Finance accepted consolidated rep
from Australasia Division HO and incorporat
with other global divisions (e.g. USA) 1
produce reports for Group Executive 3
rishareholder market.

tThe Group Finance was particularly keen

and other performance measures to be ab
manage the business.

Harry received the final results direct from t
FAIS and was eventually impressed in the tir
compression and the new agile reporting prog
Mike continued to implement organisatior
changes to improve performance reporting.

IT Department

Antonio — Developer

Barry Madsen — IT Manager
Scott White — Project Manager
Laurie Young — IT Manager

The IT department was the provider of toolg
every level and phases of the business. N
tools provided are the insurance system and
accounting systems.

The IT group (and the tools provided) have b
evolving along with the changes from t
organisation relationship. In many cas
changes in the business organisation ca
abrupt and mid-stream changes in IT grc
processes. For example, IT projects are canc
and new ones started as the countries
regionalised — a common project for Asia-Pac
splits into two IT projects — Asia and Paci
with different requirements and IT solutions.
Barry Madsen’s IT department was engaged
Richard Thames to deliver the AIS innovati

in all aspects of the development including pc
implementation stage of report writing al
deployment of the innovative AlS, and techni
support in the running of the calculation centre

Regional HO (NEW)

Rosie Ng — Regional Accountant NEV)
Sally Wilson — Regional Accountant
NEW

Later actors such as Rosie Ng and Sally Wil
arose from the natural coalition of the coun
Voperations by geography — Asia, Pacific, Cen
Europe, and Australia.

The role of Australasia Divisional Head Offi
was watered down by the emergence of
Australasia Regional Areas, e.g. Asia operg
independently from Australia.
Rosie and Sally became the new regional ce
of calculation after this de-centralisation 3

Antonio was directed to work closely with Ale

orts
es
0
nd

in

timely consolidated information such as rankings

e to

he
ne-
ess.
nal

at
Aain
the

een
he
es,
uses
DUpP
elled
are
ific
fic

son

try
tral

ce
the
ited

ntre
nd

Alex also left FINCO.
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Figure 4.2 Actors and Current Roles in the FINCO (mmes are fictitious)
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4.5 Research Design

The research for this thesis commenced in mid-28@4 ended in December 2010
when all data was collected. The researcher has éewployed in the organisation
since late 2003 and had proposed a study of thepaoynin conjunction with a
Doctorate in Business Administration (DBA) coursewas enrolled in. Throughout
the research period the researcher was primarilgadicipant actor who was
simultaneously a participant observer and actdhérole of innovation builder. As
innovation builder, the researcher was the primdrydeveloper of the Financial
Accounting Information System (FAIS). The researclas continuously employed
full-time at FINCO for the entire duration of theesearch — for a total of
approximately six years and six months, and coetine be employed by FINCO for
some time when data collection ceased. In requestata access, this researcher
proposed to Alex Burke (Financial Controller) angttfard Thames (GM Finance)
that a study of the FAIS project as part of an amgaloctoral research would have
some potential advantages in providing academiouricand validation. Alex and
Richard agreed and provided permission, noting ety of the stakeholders would
agree to be interviewed as part of providing mataids to the project and allowing
more opportunities for an exhaustive analysishla subsection, the research phases
will be detailed, including an overview of the time of the phases, the different

situational themes, and data collection overviews.

The researcher was hired in late 2003 and procetdddvelop a system (FAIS) as

instructed by the IT department and funded by theisidnal accounting office.

Page 114



Figure 4.3 shows the timeline of key innovationrggeshowing the participant actor

roles played by this researcher.

Figure 4.3 Timeline of Key Innovation Events
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In 2004, the researcher proceeded to develop FA®. main tasks were project
development and included definition of the FAISjpob — identifying the sponsors,
users, and infrastructure resources. Then, as gfamequirement analysis, this

researcher met with and collected project requirdméata from the stakeholders.
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The researcher worked with an IT team with a ptajegnager, tester, coder, database
administrator, network consultant, and other irtftacture analysts. The requirements
documents were presented for approval by the grgjecnsors Alex and Richard.

After approval of the requirements document, codind development proceeded.

By 2005, the IT solution was deployed across thasiin. At this point, this
researcher took on additional roles for IT sup@or implementation analyst from
the IT side. From the accounting function, he ajsrformed a management

accounting role in helping design the new manageéeaounting reports in Excel.

By 2007, the new software was stable and fully oggdl across the division. All
management reports were in place, and additiomalrte could be created as part of
the built-in flexibility provided by the new softw& The researcher role focused on
supporting and enabling this new flexibility in gonction with the management
accounting team. The researcher was working mastlyRay Brown, the Divisional
HO management accountant, but also with varioustcpuaccountants and the
Pacific financial controller Jerry Tan. As the I®ftsvare was stable, the researchers’
IT function diminished and became mostly managemantounting report
development (40%), management accounting suppo?h)4and IT software support
(20%). It was at this phase that many interviewsave®nducted as the researcher was
not tied to software development tasks and ablené®t stakeholders as part of

support and training tasks.

It was also at this phase that additional histbrlzda was collected, because as new

reports were developed because of the new builekibility, this researcher was
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able to understand the background of existing tepowhy they needed to be
changed, and why they worked but yet were diffitaluse. With the existing users,
the researcher and Ray Brown (management accoumeaesigned the BREPS
reports, analysed the old Excel reports and praxtéal replace the old Excel reports
with easier to use server-based data collectioksparitten in Excel and Excel VBA

(Visual Basic for Applications). Figure 4.4 showe ttime span of data collected in
this manner. The old BREPS reports were revisiteds far back as the 1990s to
identify why they needed to be adapted, who askedhiem and what needed to be
taken into consideration when incorporating therhwhe new reports. These rules of

interpretation were established with the curreakaholders.
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Figure 4.4 Timeline of Ethnographic Research
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As also shown in Figure 4.4, this researcher coteduthe initial interviews in 2005.
From there, the researcher identified the nextsasiof action such as identifying the
important artefacts to be collected and the fgll &f people to interview. Interviews
continued on until 2007, but important artefactsevelentified and collected that
would fill the gaps in data for the previous yeasecifically the information relating
to BREPS. The researcher was primarily concernatlhistorical information might
be lost when experienced accountants leave FING@s& were accountants who
actually used the BREPS system over ten to fiftgesrs ago. They were the first

ones scheduled for interviews. Next, the researlduded at the project timetable of
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when he would be visiting overseas operations sb e could be on-site for the
interviews. Then finally, this researcher scheduletérviews based on when a
particular respondent would be heavily involvedhe FAIS project, such as testing
or requirements gathering. This produced an initiatsion of the schedule of
interviews. Table 4.3 shows the various locatioreng the one-on-one interviews
took place among the different actor groups in tlesearch. Note that the
identification of the focal actor group and the amaactor groups as aligned with
Callon’s four moments of translation was done latdter critical reflection and

preliminary data analysis.
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Table 4.3 Data Collection Categorised by Businessifction Areas as Themes

Theme 1 Theme 2 Theme 3 Theme 4
Group Divisional
Consolidation | Consolidotion  |Country Operations | 1T Developers Total
Sydney, Sydney, NZ,
Location Sydney Singapore Asia Pacific Singapore
Period Covered Jan 2005 - Dec 2008 {Mar 2004 - Dec 2008] Jan 2005 - Dec 2007 | Jan 2004 - Dec 2010
Duration (months) * 3months 36 months 3months J6months | 42months
(ad]usting
for overlap)
Data Collection
Preliminary Interviews 0 1 0 10 12
Formal Interviews ] 1 3 3 16
Informal Interviews 15 10 16 10 51
Meetings/Presentations 5 60 i) 40 125
On-Site Participant
Observations |days) * ] 50 i 350 655
Documents Collected ** 3 30 bl 200 305

* Duration refers to the period where the participant observer was working with the same actor network;
On-site refers to the period that the participant observer was located within the premises of the actor network.

** Includes group emails, meeting minutes, memos, project documents, corporate magazines,
training and presentation documents.

Prior to the identification of the focal actors amdjor actor group, the column areas
shown in the Data Collections Overview were idéstifas departmental areas that
were crucial in the building of the innovation. &ig 4.5 shows the timeline of

periods this researcher spent in the different tianal areas as a participant actor.

The different function areas are explained below.
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Figure 4.5 Timeline of Participant Observation by Risiness Function Areas as

Themes
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4.5.1 Archival Documents Collection

The collection of archival documents during reskdrad three purposes:
1. to create and collect information needed for thecdation and building of the

innovation, as part of this researcher’s role md¢heation of the FAIS system
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2. to collect data that documents and supports thesiables in the building of the
FAIS innovation

3. to uncover artefacts that are actants themselubswvthe actor-networks.

The archival documents were available to this mesea primarily as they formed a

crucial background to the requirements and speatifins of the building of the FAIS.

Although subsequent IT documents authored by #sgarcher also formed part of
the archival set, the more interesting document® wee be found in the historical set
that supported the formation of networks prior ke tbuilding of FAIS. These
included information such as what were the previeygtems in place and what was
common in them. They were uncovered by investigatmevious requirements

specifications, past reports, and original casdissu

4.5.2 Participant Observation

Function Area 1 (Group Consolidatiopjarticipant actor observation occurred from
the beginning of 2005 through to the end of 200& participant actor, the
researcher’s task included installation of thewgafe onto PCs, training in how to use
the new reports, and support and training on homterface with the Group’s own
reporting subsystem. This functional area seemdsktthe main driver of the FAIS
project initially as it was responsible for thedimreports at the statutory level. The
reports it produced are submitted to the board ewshtually released to the public.
Therefore, initially the bulk of the data observadd collected from this group
consisted of documents mostly in final release ®riHowever, they became the
major focus only after the software was deployed antually working. This is

because Group consolidation needed combined datatfre country operations. This
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researcher participated in this function area atn@ when the other function areas

were fully operational.

Function Area 2 (Divisional Consolidatiorparticipant actor observation occurred
from mid-2004 through to the end of 2008. As pgraat actor, the researcher’s task
included the installation and support of the nevitvgare, management accounting
support and joint development of new reports withy Brown and maintenance of
server parameters for running monthly reports. Opineject support issues were with
main stakeholders Alex and Richard. This functiosagbecame the main source of
data historically as there were many long-time isgrstaff in that team. They were
therefore able to point out to the researcher wise Be could interview or what

documents he could search for. Being located im8ydjave this researcher good
access to this source of data. As part of a relgulaccurring reorganisation in

FINCO, there were some instances where functionsl faams) were re-located
between Group Consolidation and Divisional Consdl@h. The Data Collection

Overview has been adjusted to re-classify thesesite

Function Area 3 (Country Accountantsarticipant actor observation occurred at the
beginning of 2005 through to the end of 2007. Wined some overseas travel and
included tasks such as the installation of software PCs, training of country
accountants, and liaison and training of countryse@er support staff. Also there
was some local customisation of the software terdatr non-English languages (for
example French) in the PCs. This phase was the diffisult group to collect data
from, mainly due to the accountants’ off-shore réaness. However, they appeared

to have missing information on how the focal actans defined and how to identify
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the real issues. They were a rich source of dadanaeded to be interviewed one-on-
one. The most problematic of the country operatmwas chosen and the researcher
proceeded to fly overseas to be able to observa the-site. This resulted in the
interview of the chief accountant and also coindidevith the successful
implementation of ERP functionality. The successfaplementation had put that
person in a good mood and they were able to prowideh data for collection and

critical analysis.

Function Area 4 (IT Developergarticipant actor observation occurred from the
beginning of 2004 through to the end of Dec 201tis Tvas the longest phase of all
as it was the period spent by the researcher irofggnal employment role as IT
Developer. The tasks included software developn@aject management and user
training and support. Project tasks were not lichite the FAIS project but also
included other IT projects for the accounting fumectand other business areas in
FINCO. Initially this area did not seem to be a djosource of information for
collection, as there was not much idea of whatptlogect was about. They did prove
very important later on as sources of information fiow things should be and
therefore provided many artefacts such as rulegesys, documents, and meetings.
Interviews with some senior IT managers also predichteresting historical feedback
and complemented/validated much of the informajoovided by the accounting

groups.
4.5.3 Interviews

Interviews were conducted in both formal and infafnsituations. The formal
interviews were generally harder to accommodatéhayg required allocating non-
productive time for both the researcher and therumwee. However they did
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provide a more conducive atmosphere so long a® thas no pressing work that
needed to be completed. Informal interviews prodideore data for the research as
they were work-related and effectively network-teth The information collected
from informal interviews allowed each actor’s rtdebe specifically defined vis-a-vis

their input to the building process of the accauminnovation.

There were 16 formal interviews. Each interviewtddsfrom 45 minutes to 70

minutes with an average of 60 minutes. The sessimte sound recorded on an
iPhone device. After interview, the resulting souild was sent to a professional
transcription service. Each interview consistedsoime standard questions on the
interviewee’s background and role, and then sonen-@mded questions about their
opinion on the accounting innovations. For moraiebn the survey questionnaires,

refer to the Appendix A.2.

There were 51 informal interviews. An informal intew is comprised of regular
work meetings that also included collection of dettated to the research. This
researcher had many other regular work meetings actors but if they did not
contain any data related to the research they weteconsidered as informal
interviews. Informal interviews ranged from 30 mtiesito a full day as in the case of
actual work-related collaborations. Appendix A.8tdi the one-on-one formal and

informal interviews across the functional areas.

4.6 Analysis Process

Formal interviews were recorded on digital mediad asent to professional
transcribers. The transcribed notes were analysed stored as nodes using the

NVivo software from Australian software supplier RSnternational Pty Ltd
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(QSR_International 2013). Auld et al. (2007) ddsedi NVivo as an appropriate tool
for qualitative data analysis and used NVivo tolgs® interviews of 204 Asian,
Hispanic and white parents in twelve USA statesyTblaimed that the experience
provided insight into issues that should be consdlevhen deciding to use the
software. NVivo can enhance the qualitative redeancickly process queries, and
expand analyses:

“NVivo, a QSR qualitative analysis software produwzn enhance

the process and expand analytical avenues. NVids amalysis by

coding data according to a classification schemat @llows easy

identification, indexing, or retrieval of data dag analysis. The

software also provides capabilities for data mamagat, coding

text, retrieving text, and testing theory througle xamination of

relationships among nodes. NVivo uses the docuarehinode as

central organising concepts.” (Auld et al. 2007 37)
Using NVivo (Auld et al. 2007), codes were derivieain the case study using axial
coding techniques. Core themes (such as commonongdsr acceptance, recurring
difficulties, preferred tools, and attitudes towsaid) were generated from the axial
codes (from interview responses, test results, historical documents). These

common themes were analysed to identify importalationships between actors and

artefacts.

Initially, the interview transcripts were collatedd analysed based on the questions.
The answers from each respondent for each quesgom entered into NVivo. These
provided basic identification about actors and rtHenctional role. It became
apparent immediately that much of the responsesh@& open-ended questions
contained personal opinions and suggested thae thesfurther analysed for their
thematic contents. Therefore, across questionsndtie contents were re-coded in

NVivo under new categories — while constantly kagpirack of who said what or
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who owned that axial code. Axial codes were easyeherate and maintain because
most responses remained in the realm of functiookds and tools used within
accounting functions. However many respondentsvegrcouraged to talk freely
about their personal view points and thus provideany data points regarding
interests, likes/dislikes, personal relationshipsstorical relationships, and many

instances of cross-functional roles within the orgation.

After several cycles of thematic extractions thtowagalysis and synthesis of NVivo
data records, certain common themes began to epserge as accountants’ common
attitudes towards IT and IT staff, increasing dedition/differentiation of accountant
relationships (e.g., that there is a distinct ddfece between the interactions of two
accountants working together in the remote couasyopposed to the interaction
between the remote country account and the DivadiéfO accountant located in

Sydney), as well as attitudes of IT staff towarfi€listomers.

As themes fully developed, there were also addioevelations based on occurrence
counts (as recorded in NVivo), of how importanttaer themes were; and that if
there were any contrary themes it is possible ¢atifly which is the norm and which

Is the exception.

Aside from survey responses, data points from hcstb documents were also
recorded in NVivo to support (triangulate) or depdrasise themes generated from
extraction cycles. Once the major themes werdisiexd, certain quotes were selected

to represent these themes for presentation inhbsit Figure 5.6 in Chapter 5
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contain examples of quotes identified for suitaplesentation to represent the

themes.

All NVivo data collected were stored in the resbarts home computer with secure
server backups. The researcher then discussed dhena@n themes with his
supervisor to verify their role and relevance ie tualitative framework of Actor
Network Theory. Based on these analyses, subsedoemviews and plans for

collecting artefacts were reviewed to ensure optmaund efficient data collection.

Text artefacts were also analysed including emailseting minutes, requirements
documents, testing documents, training documentsjeq status reports, and
historical report samples. Axial codes derived framefacts were also stored in
NVivo, and cross referenced with interview dataaiBples of prominent axial codes
and common themes derived from text artefacts declmetrics and the relationships

of these metrics to actors and other artefacts.

4.7 Summary

This chapter began by presenting the ethnogramsearch methodology used in
collecting data at FINCO. This methodology was ®sed as the more suitable
methodology for the kind of data that was to beleotéd and the particular
circumstances of the current research as wellesulrent researcher. The reason for
choosing ethnography as a methodology aligns wighgiap identified in Chapter 2 to
investigate socially-based processes and ANT issthiable theoretical model to do
this. Consequently ethnography provides the richraesl situation complexity from
which data can be collected and analysed though .ANMe ethnographic

Page 128



methodology and the qualitative tradition were dégd in detail including possible

criticisms of their effectiveness.

Then this chapter described the Australian findno@ustry to provide a background
of what was to be expected in terms of products serdlices that the accountants

store in their accounting information systems (AIS)

It then turned specifically to the FINCO Financeni@any that is the focus of this
research. It provides a good opportunity due te tasearcher’s role as a member of
the IT group. At the same time FINCO provides & rienvironment as it is a
multinational company that has operations in mamyntries around the globe. Many
of these operations provided sample data for ettapigc research. This researcher
explained in detail the organisational structurehaf FINCO finance function across

the country operations and across divisions.

This chapter also provided a timeline diagram thlabwed the vast amount of
information available at FINCO across time and speacvering the years prior to
2000 up to 2010. With such a vast amount of dédtis, tesearch chose to follow
closely only a handful of actors among those thatresearcher has encountered. It
was important to note that even though the dateaain stage took a very long time,
there were crucial points of reflection and analythiat dictated how data could be
further collected. This researcher realised that tihhoice shaped the nature of the
overall ethnographic encounter. But at the samee,tiih provided the maximum

exposure to the research field that this reseammidd possibly achieve.

Page 129



The research phase comprised primarily interviehet tllowed the researcher to
identify who were the focal actors and artefactbédollowed. From this initial data,
the researcher was able to expand his data coltetti all artefacts available in his
role as a member of the IT group as well as a teathber of the FAIS development
project. The researcher was also able to go back ramisit and confirm data

previously collected.

Consequently, much empirical data would be coltkeed analysed on what would

be established as the centre of calculation forftltal actors in the next chapter

(Chapter 5).
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CHAPTER FIVE

Building the Innovation

Sally’s Story

Sally Wilson recalls how she started at FINCO asew graduate accountant
working in Fiji. It was her job to produce a montidales report to be submitted to
Head Office. Entering it into Lotus 1-2-3, she rewkdo rush this branch monthly
information (BREPS) by fax to the Financial Coneolin Sydney, who had to collate
them with other branches and sign off on the irdéamal consolidated totals. Mario
Sanchez, one of the international roving managernsp helped set up the Fiji
insurance operations, is keen to know how muchramae premium was for the
month. He can ask for Sally’s reports but it is liedhe consolidated totals that
Mario needs to know, because from these he cartheeperformance of the other
operations, judge whether setting up the Fiji opienas was justified and consider
whether he could set up other operations in thefikac

Today, 2006, | see Sally sitting in her Level Tcefin George St, Sydney; she is the
new Regional Financial Controller for the Pacifi&he looks at an Excel 2003
spreadsheet file that has just been generated fhmmew FAIS software that shows
the BREPS consolidated reports for each Pacificrafen (including Fiji). She is
still hesitant to call it an FAIS (Financial Accotimg Information System) report. She
has been calling it the BREPS (branch managemeatnration) report for a long
time — although she admits that it is easier andengowerful, as far as she is
concerned: “It serves the same purpose. It hasedlly changed.” This set of reports
contains indicators of how each business operaisoperforming. A plumbing chart
shows the gross premium and what makes up this ramresiwell as claims and what
makes up the total claims. The performance metiesdisplayed as both ratios as
well as AUD amounts. A rankings chart contains ttmmparative Combined
Operating Ratio (COR) for each country, showing aatglance which country
operation is performing best (Fiji vs. New Caledons. French Polynesia). Because
of these comparative performance metrics, theserte@re now known as Business
Metric Indicators (BREPS). Sally is keen to analyseresults so that she can explain
them in her narrative report to the board. Therenesdoubt of the benefits of FAIS in
producing the BREPS quickly, without the problemisdata entry errors. FAIS
automatically feeds from the operations submissi&adly can ask for other reports
from the database without having to handle largeeagdsheets.

| comment to Sally how well she has done in heeeaat FINCO, and how far she
has travelled over the years. At the same timenddpo about the accounting systems
she has encountered during that time. Some of tinessations were built for her
use, and some of them she had a part in developiogounting innovations have
been built at FINCO and have come and gone; Saligambers them and hopes to
see a lot more of them in the future.

Page 131



5.1 The Process of Building Innovations at FINCO -—

Translation of Networks

In Chapter 1, two interesting core research questiwere initially asked by this
research. In Chapter 3 (Theory) and Chapter 4 (btitlogy), it was chosen to frame
these core research questions in actor-networkytteeal ethnographic methodology.
Because of these choices it was now possible testigate the core research
questions informed by this approach. To recap, fullowing are the two core
research questions to be answered in this ressabata Analysis chapters (Chapter

5: Building the Innovation and Chapter 6 Effectghad Innovation):

Q1: How does technology-based accounting innovagorerge

and stabilise within accounting functions?

Q2: What effects does technology-based accountingvation

have for and within accounting functions?

This chapter will attempt to answer the first questwhile Chapter 6 will focus on
the second question. Although several innovatioiisbe followed over a prolonged
period, from conception and development througadeeptance, the focus will be on
the accounting innovation built by the main focataas. The innovations will be
analysed within the organisational landscape as thmiay indicate how the
organisational landscape frames both the AIS intiows and the accountants that

accept or reject the AIS innovations.
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After reviewing the extant literature on accountmgworks, accounting information
systems, and how accounting innovations have baepted and having discussed the
ANT framework as the lens that can be used to lodé the FINCO accounting
environment, empirical analysis of data gatherexnfithe ethnographic encounter

will now be presented.

The empirical analysis in subsection 5.1.1 begins;mtyoducing the four moments of

translation that characterised the journey of timaricial accounting information

system (FAIS) that the researcher helped build, @presented the first contact point
into FINCO. From here, the researcher’s ethnogmaphth begins as he meets other
elements within the empirical setting. A set ofiéghbare presented showing the major
actors of the ethnography. Subsection 5.1.2, inited some actors to give a
historical background to the problems before aneéga suggestion of how the rest of
the community will react to the new system. Thea msSection 5 then follows the

four groups of focal actors — who they are andrtt@eés in the organisations. There is
also a focus provided for accountants as they facknological change and the

effects of the innovation process for the actora@l$ as the innovation.

Section 5.2 explains the translation momenproblematisation After identifying the
focal actors Alex and Richard, this section diseasshe creation of a new
organisational centre and how it operated as aigaibly passage point. Section 5.3
discusses the translation momentstéressemerandenrolment how others joined
in (or resisted joining) in the network set up lptfocal actors Richard Thames and
Alex Burke, as well as how they subsequently aszkphe roles offered to them.

Section 5.4 describes the translation momenmobilisation where the roles that
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actors and actants accepted as per their enrolmelotded functions that advanced
the goals of the network. Section 5.5 gives a summé the innovation building
journey in terms of how an accounting innovatiorcdme a representation of the

goals and many actors in the finance departmeriteifFINCO organisation.

The process of innovation building at FINCO tookepwseveral years, and across
different countries, as well as different commuastin the organisation. Basically, the
current innovation has roots from previous attentptmprove a reporting system
that was mandated by the FINCO Group CFO. Over,temeumber of innovations
were introduced by various entities leading todhegent attempts of the focal actors
to build a new organisational process and relatigngé the finance function. The
emergence of this network can be traced by follgwihe development of the
innovative accounting systems as well as the iddiais involved in the innovation.
Observations of the network will focus on main imatons (the new FAIS
accounting information system and the previous BREiistem) as well as two focal

actors Richard Thames (Divisional CFO) and Alexk&ufFinance Manager).

Figure 5.1 shows the timeline of the developmentshe innovation alongside the

different moments of translation that occurred.
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Figure 5.1Timeline of Developments in the Innovation

DEVELOPMENTS IN

FOLLOWING THE ACTORS

THE INNOVATION

System deployed to remote countries, Project con
Operations represent Richard's goals by transforming into new organisational framework
Users learn and accept new innovations

: IT deploys the new software (mid 2004)

: IT represents Richard in the technology community

ues until all workflow activities use FAIS (Mobilisation)

I
Project team allocated, Offshore countries identified and set up for deployments (Interressement and Enrolment)
Users are identified and assigned test and development roles

Alex takes charge of IT resources
Richard anages IT dept

(]
(]
1
1
i IT kicks off FAIS project with resources and budget
i
1
1
!

|Richard and Alex set the framework for FAIS and a new organisational reporting (Problematisation)

- Richard wants a new FAIS to replace BREPS
Sheets too big
Excel replaces Lotus

]

i

i
Lotus 123 hard to yse |
-

i
i
i
!

|EAIS becomes BREPS

EFnls DEVELOPMENT

1 1
1 | -

{More countries are included
All countries use standard data input
CEQ mandates reporting formats
|BREPS DEVELOPMENT | i

- Reports were typewritten initially

S e ————— e

; Workflow processes now done via new FAIS

o D D DD P E DD O &
,\9@51@0 S '155? ,.55? wds, '15559 & FF e«f?

<"

{Note overlap between four moments indicating continuity of actor invelvement.)

:'FnIS' terminclogy fades and '"BREPS' starts to eamerge as the common term again
I Innovation is simply a reporting system without the problems

:Spreadsheer processes now utilise database technology extensively
L] L]

Page 135




As shown in Figure 5.1, various actors were cruicighe history of innovations in
the FINCO Head Office Finance function. Althouglerénis a common goal required
for the finance function, each member of the teauoh d different purpose in adopting
the innovations and therefore different reasonsbémepting or rejecting the tools that
were presented to them. In addition, some membads different skill sets and
familiarity with IT and technology against a baakgnd of changing environments

and team compositions.

In 1993, Sally was the assistant accountant in &fjd was promoted to accountant a
few years later and then transferred back to HeideOn Sydney. In 1998 she came
back to Sydney as an accountant with a group afuatants known as the National
Division. They had a Finance Controller, Peter $iowhad moved on to Group
Internal Audit. There were three of them — Sallgte? and Jesse. They used to handle
Asia, as it now had eight operations. Pacific &lad eight offices at the time because
they had Japan, so it was a full office. In Decenf#99, Peter was transferred to
internal audit and was replaced by Richard TharBadly recalls that at the time it
was known as Asia-Pacific Operations. When Richaaine along, the team
comprised Steve, his assistant Sonia Cruz, aifu#-tontractor and Sally — so there
were five of them. They were then given more caastto manage. For every senior
person, over the years an assistant was appointethay each ended up with six or
seven people. At the end of 2003, the Division bex&nown as ‘Australasia’ and
that was when they took on the many operationdy $édlson was now Regional FC
for Pacific reporting to Mario Sanchez with a ddttime to CFO Mike Paterson. Mike
has alwaysbeen the regional manager for Pacific. He has hksen the general

manager for overseas and has been there a verytitoagAll the time he has been
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there, with the exception of the SE Asia period nehlee was assisting Ramon Jose
(Mergers & Acquisition Manager) with mergers andjasitions, he was general
manager for the Pacific Region. He had always had title, but had never had a

team.

5.2 Introducing a New Reporting Framework —

Problematisation

Alex Burke and Richard Thames saw the need for & amganisation reporting
system to cater for the ever increasing growthl&itC. Richard kept asking to see
more key performance indices (KPIs) and metricshm final monthly reports and
Alex simply responded by adding more data and niexeel formulae in the
spreadsheet reports. But Alex also informed Richibad even though the formulae
calculated the correct metrics, the spreadsheets tecoming unmanageable. The
growing numbers of new country operations due togers and acquisitions stressed
the financial processing and reporting system &aking point. Many of the Excel
spreadsheets when combined and saved on the dii@vedwould no longer open
quickly and caused bandwidth disruptions for otffeusers. This was a problem for
all accountants and specifically annoying to Alexhe needed to do this last step
himself. Together Alex and Richard sought to createew framework to replace or
improve the existing BREPS used in the processingronthly period close. They
also saw that they needed to transform people ahfust systems. This problem had
begun some time ago since Lotus 1-2-3 and the engepgyoblem was similar to
when they put improvements into reports in the pastept they felt there was a more

permanent solution possible.
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To succeed, they needed to identify groups or iddals in the organisations that
could help them achieve their goals. As innovatthrsy saw a problem and devised a
solution that involved other groups. The followinwgre groups or entities that were
crucial to achieving their goals:

1. Group Financewhom Alex and Richard sent their reports to, arttbw
demanded new reports and quicker turn-around tsoeh that Alex and
Richard found themselves in need of better waysdoaig things. Included
in Group Finance were Lisa Silverio (Financial Goher), Elise Fischer
(Finance Manager), Harry Bennett (CEO), Mike Pater&CFO), and Ray
Brown (management accountant).

2. Individual accountants were needed as they ted®mabloped and provided
accounting support as the system was built. Thestkided Country
Accountantsas well as Sydney-basedountry-submission Accountants
who helped the country accountants with the monghlymission process.

Thus these Sydney-based country-submission aceuantgere followed

closely along with country accountants because thagued the same
goals. Included in country accountants were Mary,YRosie Ng, and
Jerry Tan; and included in Sydney-based countrynssglon accountants
were Jimmy Tong, Margaret Hall, Sally Wilson, aneléh Goodall.

3. It was necessary to engage tfiedepartmentas they provided system
development resources. Included in the IT departiwene Barry Madsen,
Grant Mitchell, Scott White and this researcher wacted as lead

developer.
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For Alex and Richard each of the three groups reeéal@nswer the same question —
Can the monthly close period process be improvedalserver-based data-entry
application (instead of the current method of sigata entries in Excel sheets)? By
posing this common question, Alex and Richard hofmedonvince all groups to
cooperate and build the system solution they eowed. By inter-defining the three
groups, Alex and Richard also established an dioiiggpassage point that each one
must undergo or address. The obligatory passage was not just the question of the
success of the server-based application procesgvauttually the IT-based system
solution (FAIS) that was built in the process. Timter-definition and establishing of
the obligatory passage point happened in one samedtus ‘double movement

(Callon 1986, p. 6) and is described in detail ielo
5.2.1 The Inter-definition of the Actor Groups

The inter-definition of the actor groups happenedan unfolding fashion because
each group had needs that were satisfied by Alek Richard whilst Alex and
Richard needed something from a particular grougaisfy the needs of another
group. For example Group Finance needed the calaged reports from Richard
while Alex needed the individual country resultsbi® able to create a consolidated
report via a reliable tool provided by the IT dapsnt. Each group needed to be
convinced of their role in an inter-defined maniier the whole thing to come
together. Thus Alex and Richard worked in a prepp@exjuence of moves where one

role definition unfolded into another role defipiti

Alex and Richard saw Group Finance as the easresipgo convince as they were
the original drivers of requirements for the projeks in the past, Richard needed to
provide Group Finance with the KPIs they requestduis with the establishment of
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the new reporting solution they would cooperatéoag as Alex and Richard pointed
out that the new system would provide these KPtsuf® Finance’s cooperation was
simply a consequence of their requirements. Féoragas the project objectives were
met, Group Finance automatically gave their commitmto join. Thus Group

Finance committed to join in the role defined foern as the ultimate beneficiary of
the innovative accounting solution that would pda/new KPIs and a highly flexible

reporting system.

However, Alex and Richard realised that the secgrmlp, FINCO accountants
would be the most difficult to convince because tbéir remoteness and the
complexity of their functions. The second group poised country operations willing
to be the first users of the system. Alex knew tbatintry accountants would
experience the most disruption to their currenbaating operations when they tested
new systems while doing current business-as-ususdtibns. The current situation
was already bad enough that spreadsheets tookigad open. When a new system
was implemented, the accountants would be aske@dk® time away from their
current tasks to help with user testing, para#ieting, and parameter definitions. Alex
decided that selecting members of this subgrowgmadl adopters should be based on
minimising disruption. The smaller operations wehe initial candidates. The
accountants needed to be convinced even thoughtuew reporting line to Alex and
Richard. A major concern was whether the third grawas able to provide time for
the project in addition to their current dutieseRland Richard decided that selected
members of the third group would comprise accouastamo had intimate knowledge
and experience in the current BREPS system. Theydawe able to provide input to

the system developers on the requirements of thesystem. Thus the accountants
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committed to join in the role inter-defined for theas joint developers, testers, and
early adopters of the innovative accounting sotutizat would provide benefits and

make their job easier.

Alex and Richard then saw the IT department graipare than willing to help as
part of their service-oriented function. Richardeknthat all that was needed to
engage the IT department was to sponsor the FAMggr The IT department then
assigned staff resources to the project and impieede a standard project
development program. The major concern with thgriup was whether they had the
gualified resources to deliver a highly customisadution and whether the IT
resource could deliver a system that was easydptany end-users. As soon as the
resources had been allocated (budgeted), the lartheent assured the completion of
the project. Thus the IT department committed io ja the role inter-defined for
them as primary solution providers of the FAIS agdog innovation, as Alex and
Richard’s representatives to the rest of the IT momity to guarantee the sociability
of the new FAIS innovation within the FINCO IT iaBtructure and as support

function to the adoption of the innovation by aau@unts.

As Alex and Richard found these three groups clkdoiachieving their goals, they
also realised that the groups must act under togitrol. There are various ways that
Alex and Richard did this. For the IT group, thigsvimplicit in the engagement
model. But for the accountants and especially ¢éineote country operations, Alex and
Richard needed to convince these groups that theregorting systems, calculations,
and processes, were central to their responsdslind functions. Without the

calculation centre (that is created by achievirg gloals of Alex and Richard), life
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was more difficult for everyone. Alex and Richardienversations with Group
Finance, the country accountants and the IT deattare described below and show

evidence that they are crucial to defining the walfiton centres.

FINCO Divisional Head Office finance function waxcated between FINCO Group
Executive Finance and the country operational fieafunction. In this way, Alex’s
accounting function was subservient to Group Fieamcthe sense that they had
reporting obligations to submit consolidated repaot Group Accounting (along with
other FINCO divisions) while similarly, the operais had obligations to submit on
time the monthly results to Alex’s team.

“There are different purposes for our responsililitYou've got

management reporting, where the financial informatis presented

under Business Reports — which we are trying torowg Then

there's also regulatory reporting, which we relyoapthe group

finance system called CONSOL. This relies upon GQiN&hd Word

documents. And there's control and administratioakikeeping — and

that uses a variety of different spreadsheetsesystand the Zebra

GL.”
Alex and Richard were not able to explain the neMS~and its benefits fully to
everyone such as Lisa Silverio from Group Finahtga was crucial to FAIS as she
received the reports from Divisional HO. Thus L&#berio, who had not been part of
the project team, initially instead felt that oth@ojects were not always taken into
consideration but had impacted on the current Fgi§ect. The project planning
process should have involved all other projectslse they got in the way. Lisa had
only been around for a short time and only hadw#sider’s perception of events, but
agreed that others felt the same way too, that tta/ not been involved but still

added to the cost of total project. For Lisa, “csstlways an issue — that is why

everyone is involved.” Without a clear explanatwinthe benefits of the project to
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certain individuals, Alex and Richard did not hawemediate support from these
individuals in Group Finance. Alex and Richard hadwvait for another time to get

back to Lisa and ensure that she was convinced\I8.F

However, there were some from Group Finance sudRagsBrown (Group Finance
management accountant) who said immediately thdSPRa#as a good tool. Alex
frequently dealt with Ray Brown because of modifmas to the data-entry models.
These conversations made Ray think that FAIS hadrbe relevant; it had achieved
what it was designed to do. But going forward theeze still better ways of doing
things. For the time being, his gut felt that foe hext twelve to twenty-four months,
BREPS would be around until the integrated Genlegdiger (GL) came along. The
integrated GL (One GL) did well on some of the ardscussed, like expenses; and
consequently it was able to report the productifaiodity metrics. Ray said,

“You can pull the income numbers from policies bydoict, and then

all the reporting tool does is add the branch exygemumber and

allocates it by some method. And if the integrad(One GL) can

do that, then that would be good.”
Elise Fischer (also from Group Finance) was awdréhis serious problem. Alex
worked with Elise prior to 2004 when she was ineolvn the budgeting process and
was also indirectly involved with the monthly prese Thus Alex was able to
convince Elise of the benefits of FAIS becausedrtisnsidered the old reporting tool
as a spreadsheet base; everything was linked teptleadsheet, which was linked to
another spreadsheet and so on. Sometimes it didsumteed because of Excel
memory limitations. Elise pointed out:

“You have to be checking all the time and becauseynfiles had

errors, you don’t even know it takes you a whilgdoand look for it.

Relying on it means you are constantly checkingt@il the time.
There's still work that’s going on it and there a#@l aspects which
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require doing manually. Because people knew thesgdtiem, people

came to use Excel and so understood what needs dore well and

in most cases, Excel has been helpful. Any changeke it simple is

good because not all people are accountants or coenp

programmers as some were managers. It is up temgspeople to

give someone a program by which to download thinf@sr example

the FAIS downloads from your ledger to put intorymsults. They

need to do only a minimum amount of task to achiage’
Those who used the systems more frequently, sutheasountry accountants, were
easier to convince. Alex and Richard saw Helen @bo@ country submission
accountant) as someone who could be convincedcepathe new FAIS solution, and
showed her how it was an improvement on the exysiamta entry models. Helen had
been in FINCO for nearly forty years and had beéh Wead Office for twenty-five
years. There was a Head Offiaecounts department which did all the reporting for
Australian operations as well as international apens. There was a group Head
Office function but no international counterparuridg the merger with a bank, the
Pacific operations were established and the Asgartures were started via Singapore.
Throughout all of this growth, Helen and other asgants had always done
management reporting of the classes of businesgisg@remiums and claims. What
was done now was exactly the same as then, buthettler technologies. Before the
accountants started doing the FAIS system, it wasichlly just on simple
spreadsheets. The simple spreadsheets were in L@&tgwhich then moved to more
complicated Excel sheets when it was found thateExcovided more features.
Spreadsheets allowed reports to be printed direethereas previously, reporting
involved typing the results manually. So Helen heatned from different reporting

systems, beginning with punch card systems thraaghe sophisticated web. Most

of the country submission accountants such as Hetdall and Jimmy Tong were
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easily convinced of the FAIS project because maeuosly, as pointed out by Alex,

was not to be desired — instead they needed tmweghe accuracy of the reports.

Alex Burke explained to country submission accontgahat the main reason for
using the new FAIS reporting system was to remaraesof the inadequacies and
time-consuming requirements of using a manual m®ce

“Previously they had a web of interconnected E)xgmieadsheets. It

was time-consuming to roll over and prepare theorep for each

month. It was also time-consuming to change anthefreports. It

was prone to linking problems so that it requirédeast two or three

man-days to manually print the output and the répdnat came out

of these to make sure that none of the links haeerbhe corrupted.

And one of the main benefits of this was that tiesgded to build a

more flexible reporting especially because thereewwventy-four

countries that reported in local currency; whicheth got reported

into Australian dollars at divisional level.”
Alex explained that when someone questioned wheexpense variance came from,
it was very hard to provide an answer using thefadthion spreadsheets, whereas in a
database approach one could analyse the FX comisodewwn to local currency and

still came to the same variance that was beingagxgdl.

For Alex, the system was more flexible with the@porting and querying. The
management level of Australasia still relied upandaopy of the report. The benefit
there was improved response time for querying titalthse. This was because they
interrogated the data in the database and useieguetereas in the past they did it

manually and created separate spreadsheets whichematime-consuming.

In a document evaluating the usage of external etadsearch at FINCO, Alex noted
the controversy of the consolidation at the Headic®fversus Regional Level.

The controversy emerged as a result of the comipres$ data-capture and involved
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the rationalisation of the final reporting infornwat. Consolidated reports were
needed quickly in the regions and therefore hdektaationalised to meet the regional
requirements. Sally Wilson (as a country submissiccountant) had thought of FAIS
in terms of team effort. She, along with Alex, psepd to Richard that there had to be
a dedicated and separate team, which Richard dichgr@e with. Alex wanted to
increase team resources. Alex wanted extra stdft@wledicate more of his time, so

that FAIS could be completed by as much as twosyearlier.

Richard Thames, FINCO'’s Divisional General Managarance, represented the
executive management and the need for relevantimetl performance metrics from
the operational results. As project sponsor oflTthproject, Richard joined Alex and
together they presented to the IT department atisoldhat would: a) improve the
country operations data-entry models, and b) beeldped jointly with the IT
department to replace the old data-entry modelk wibre modern database tools.
There were many potential issues that could angeAlex and Richard felt confident
that they were able to address these as they cHneeefore they called on the IT
department to discuss the scope and identify reqénts and potential issues of the
project. By following the FINCO standard IT devetognt methodology they were
able to minimise risks such as missing out on irgmdrissues, at least on things

related to IT.

Alex and Richard convinced the other groups to jhia network by introducing
inscription devices that influenced their actiofiBe IT department did not need to be
influenced — at least initially. IT perceived thenk as simply an exercise of their

skills. Alex and Richard were aware that as parthef standard IT development
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process the IT department ensured successful pioyptementation. Therefore Alex

and Richard did not exert much effort to convinlce tT department to accept their
role as it was simply a project that was to be deted among other IT projects in the
pipeline. On the other hand, Alex and Richard fouhd accountants harder to
convince, as evidenced by the frequent travel toote countries and the careful
prioritisation of software deployment schedules. #h& new system was very
disruptive and took effort to learn, accountantseagisinclined to adopt it and some
needed to be convinced with offers or demonstratafradvantages to be found in the

new system.

The FAIS project development was initiated in Jan2904, when Alex approached
the FINCO IT department to develop a new reporsggtem. As FAIS was an IT
project, January 2004 marked the beginning of tlogept in terms of a promise to
deliver and a commitment to fund the IT resourétswrever, as far back as 2000, the
accountants had initiated the necessary legwosktaop certain focal actors who took
control of the IT-based accounting innovation. ABMrke — as FINCO Divisional
HO Finance Manager — had put in place simple hutial Excel-based tools that the
country operations had been using. It was Alexle o input data from all the
country operations.

“It's really a Head Office reporting and control i® whereby a
variety of inputs comes in from the country openagi in our 24
different overseas countries, that are differenpety of internal
management information, financial information, r&gary reporting

information, and technical information, on the insace reporting.
So, we summarise that information here. We cors@idt into

various job categories such as the legal entityfftNCO insurance
international, or, perhaps the Australasia divisiovhich provides
regional board papers for regions such as Paciitahds, Central
Europe or Asia. And we also provide tailored fornma&nagement
reporting, for the senior executive team here, batwwe call our blue
book; where we have: performance management repbnncial
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reports by business with budget, prior year compees, and
commentary — that reviews the results and tendexgplain any
variances against budgets for full year forecasts.”
Thus, it can be seen that attempts by Alex anddRitto inter-define the actor groups
followed a planned strategy where each convincitbgngt to create a role for an
actor group was related to the next attempt in cwmivg another actor group.
Although each actor group accepted the role frdogal perspective, it is also clear
that there appeared simultaneously a common ploatatl three groups encountered

that was crucial to how they were convinced. Thisimon obligatory passage point

is explained in detail below.

5.2.2 Emergence of FAIS Monthly Calculation Process

Obligatory Passage Point

Initially, the obligatory passage point was inteted as a common question of
whether the monthly consolidation process couldhiqgroved by the use of a central
database rather than Excel files that accumulatesize rapidly over time. As the
actors groups were inter-defined, they each had ¢len relationship to this question.
It was continuous involvement and ultimately theesfion transformed to a
calculation process implemented as the FAIS acaogintinnovation. The
establishment of the FAIS monthly calculation psscas an obligatory passage point
was a simultaneous consequence of the actor groegynising their role and
relationship with the problem presented by Alex &idhard. For example, Group
Finance became the main beneficiary of powerfubresp but also walked the path of
the calculation process laid out by Alex and Ridhdihe IT department accepted the
role of the solution provider of FAIS, but also @gaised that the FAIS process was

the only correct calculation process for the monthériod close for FINCO — no
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other path would achieve this. Similarly the courdgccountants accepted the role of
adopters and beneficiaries of an accounting inmowdiut simultaneously walked the
path that passed through the FAIS monthly calautaprocess and not any alternative

system around.

To achieve problematisation, Alex and Richard ndeeeeryone to recognise the
importance of the monthly calculation process asohhgatory passage point to
achieve their own interests. The question here wiaat Alex and Richard did to
make everyone recognise this importance and thlaénefitted the accountants by
reducing the time to process month-end resultshi&tpoint the new FAIS innovation
was only a proposal and the monthly calculatiorcess was simply a representation
that was critical to accountants. Accountants mtedi evidence that the monthly
calculation process emerged as critical to themsjolrherefore, they recognised its
importance and consequently the focal role thak Aed Richard had in improving
the monthly calculation process. This focal rolesvapported by Mario Sanchez
(representing Alex and Richard’s Divisional HO) whvas based in Sydney as the
regional manager for Pacific Islands. Alex Burkesuaed Mario Sanchez that new
management board reports would be delivered in ntuelsame way as before, while

information passed through the new process.

Many of the actors reported that increased comyetiess was the primary reason the
organisation would be forced to build the innovati©@ompetitiveness drives the need
for improvement in as many aspects of the orgapisats possible. The opportunity

to innovate for competitiveness can be missed ssis@lways an issue. So when the

opportunity came, it provided another good reasmrbuild the FAIS innovation.
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Along with competitiveness, the other reasons faitdng were: improved system

performance, improved productivity and to caterd@atutory requirements.

Mario gave his view of why a new version was needdd thought that BREPS
needed to be changed to become a more concise datuse saw it becoming more
comprehensible because of visual aids. He beliedwad the BREPS could be
simplified. For example, because they report olasseby-class basis, there should be
some reports that go only to senior managementsante that are used at a lower
level in the country operation. These reports sthdnal on a product-by-product basis,
therefore identifying which product was losing mpnk would allow one to drill into
where you can get at the problem — then eithelr @ilor down. This would allow the
system reports to link better. There can be no oebtry because that means errors.
Now there was a need to move to a more generabapprwith BREPS because
others do things differently. There tend to beadi#ghces in some other countries. For
everything to be consolidated, you needed to hane system. Head Office Group
were progressively moving towards integration heytneeded everyone to buy in
into the style of the new BREPS. The main thing faaspeople to get used to it.
Resistance to change was a common thing. Peoplpea@e; they have a comfort
zone sometimes when things are changing, but thiasea need for people to be part

of the change to enable accountants to be suctessfu

There will always be a need to check spreadsheethéir correctness and there will
be a need to perform financial analysis. Peopleexfp do their jobs as before with
or without the AIS innovation. The old process v&®ply too slow to cater for

increasing data analysis such as new and speaigécts for the finance team.
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Although a separate tool in itself, the generabbrdwas a source of information that
was included in financial planning. The AIS innawat took data from existing
general ledgers and consolidated them. Becausdepexrypected to do the same thing
in their normal jobs, it was easy to perceive thatgeneral ledger and any other tools
were part of the same innovation that the IT depant was delivering. The situation
at FINCO required innovation as Richard was facéith @ growing need for data
entry and maintenance, while his department alsamgted to provide meaningful
reports to management. It was unacceptable thaty enaport analysis required
separate data collection and maintenance, whereadgheet files had to be
reconstructed, recalculated, tested, checked agwkedioff before a management
accountant could make more of this as it showsth@innovation would have effects

on other in the organisation through “new perforoeametrics”.

Alex Burke related how some of the factors that Miduave driven the innovation
came from Group Finance Office. They would get amaié request from Alison

Hodges (from Group Finance administration) askimgan analysis of expenses. In
trying to answer Alison’s questions, Alex realistéee shortfalls of the old rigid

reporting versions of the previous BREPS, and hlogv rigid reports could not be
manipulated to easily reply to Alison. Alex said,

“If you look at an example, that budgeting procesas used to
generate a whole variety of new formatted repohat tfed these
‘essential packs’. As part of the budgeting procésstorical data
needed to be analysed and entered into the budageksp These
historical data would come from Group Finance — bhat fact

originated from the operations themselves. They actially re-

creating and re-entering the data — that was alyeahtered — into
yet another new formatted report. This was veryetgonsuming. If
they had the data entered once into FAIS — it wousd be a matter
of writing a new budget report, which would be agglto all the

countries, rather than having to manually creates@eadsheet for
each country operation based upon the data hekpreadsheets.”
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For Ray Brown (from Group Finance), data analysiprovement had to take the
form of the further automation of existing repoasd further utilisation of these
reports. In other words, he predicted that the FAg¢Ports would not be made
obsolete anytime soon because “we have come awv@aygin terms of introducing

FAIS, even though we've still got a long way to"go.

Without fully explaining FAIS to Lisa Silverio (Gup Finance), Alex convinced her
that the current innovations would lead to her tineeng freed up and the executive
managers would still get what they wanted. She keas to see this happen. Her time
being freed up would be proof that the system warkieisa shared the same
perspective with Mike and said that when the newS=#ersion of the reporting
system was introduced, there were two main reafwns. The first reason was to
really try and reduce the amount of manual rewakinefficiencies and the risk for
error coming along with that. So they were to awtamsomething to reduce the
manual workings. The second reason was to prowdker turnaround to answers of
very high level questions that were being raisegdyple at Mike's level. Lisa agreed
that the old BREPS was not a long-term option foisthalasia, because what they
needed was consistency in reporting and FAIS waléyrdesigned to put everything

on a consistent platform.

The new BREPS needed to be adopted simply becawese twere statutory
requirements. They were a listed company and they to report to the stock
exchange. Lisa Silverio reported to Mike Patersen@FO of the division to work on

projects. They were mainly special projects that Ishd to oversee for regions when
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doing their financial reports. Under Mike, thereraveelationship roles filled by the
regional financial controllers. They recently restured so they currently had
expanded functions. There were now financial cdlet® for Asia and New Zealand
and Australia, with responsibility for the day-teydroutine financial controls. That
was the first thing they noticed — a high oversigité in terms of how they did things
and whether they were doing them effectively. Ekseher performed a management
accounting role where she had detailed oversighthef management accounting
process and responsibility of the management a¢ecmuautput. She had a team that

produced a very high level output for this.

Elise Fischer relates that before the current @abit was done on a manual
spreadsheet that was difficult and very time conegm“You have that many
variables and have a deadline where you need téohgeds to the manager so the
database has been a great assistance from géiitigg done in a much more reliable
and user friendly way.” For Alex Burke the existisgstems produced the same level
of the base reports that were built out of the FaYStem, “but it was very manual
and prone to error, and very rigid.” He also ddsmli how previous spreadsheet
versions were tried:

“Prior to these spreadsheets, there were lots girapches to solving

the reporting problem. They were interconnected #mat's where

the problem lies. The previous spreadsheet softwarckvery large

linked spreadsheets. We improved the quality ofeperting but we

didn't improve the integrity or the processes oivhee captured the

information.”
Time was saved when Divisional Head Office did Inate to key in the data because

the country operations had already done it. Theestmmm was used in all operations

thereby saving on duplications. When it came tmresp many linked back to the
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original financial information from each country evption. In the new FAIS,

transactional data was extracted from the operatibase general ledger and then
used in a reporting tool to generate a Head OSftg&e report. It was extracted from
the general ledger, pasted in as a data tableyedodnatted and translated using a

reference table.

From the point of the monthly submission procesdlySNilson was convinced by
Alex’s proposal for the FAIS, because she said tapdardising the commentaries
through an innovative tool like the FAIS, not odid BREPS got automated, but
automated so it had all the graphs and text exptamsasynchronised. Saving time on
these tedious tasks allowed them to concentrate imoithe numbers, the trends and
implications and therefore enabled them to prondst advice to managers. Sally
said:
“Getting it into the right format would reduce thiene spent on the
manipulation and then more time on the commentari€ke
commentaries were 2-10 pages and had to be sunedairgo
bulletins. They should be dot points that are awatically provided
so that a complete report is easy to assemble.”
Sally had to read and summarise twenty-five nareati Being fully electronic helped

her a lot. Furthermore Sally felt that her commgnsmmaries should be found on

the browser so that people could just see thenpimggo a web link.

Alex’s primary tool for convincing Rosie, Jimmy ahtklen to join was the promise
of better processes. Rosie Ng as Financial Coatrakkpresenting the country
accountants agreed that the FAIS systems mininda&al collection as best practice.
She felt that this could be achieved by having iac@ a proper infrastructure,

methodology and process so that everybody knew twhdbd with the data and spent
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as little time as possible. Jimmy Tong, as junianthly submission accountant who
basically spent most of his time entering dataj $laat accuracy in data collections
was the key to reducing the data-entry time andetbee converting this time

reduction to potential data analysis.

Competitiveness was the main external force reseghby the accountants that made
them recognise the importance of the monthly catemh process within the
organisation and from outside the organisation.idRdly agreed that probably the
external factors would be the reasons for utiligimg systems. Management wanted to
know where competitors were. They wanted to know hompetitors were doing. So
with FAIS they could use relevant analysis to gethfer ahead, and try to analyse
their competitors on a regular basis. Sally Wilsemembered when they started to
grow — during the last days of the SE Asia businegsist before they became
‘Australasia’ in 2002/2003. FINCO seemed to grost fathey had a lot of assistants
then. Everyone filed their reporting tool under tBREPS but it was not fully
standardised. So the new assistants wanted to. |Bacause they lost the old ones, it
was very hard to train new people because theydvimak at Hong Kong and then
they would look at Indonesia as different form&ally believed the systems they got
at that time did not help so they lost assistagésrawhich affected the team morale:

“At that stage you only had to give two weeks'icetregardless of

how long you had been here, although now if youeHaeen three

years you have to give a month’s notice, so bytithe they gave

notice, the two weeks was over. Richard was nagiince enough to

find someone. It would be six months before themdosomeone.

Meanwhile the rest of the team was covering outtf@ missing
person.”
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For Sally this was all happening because they didhave a good General Ledger
system. Those new assistants were “23/24 year stidsght out of uni.” Sally
explains:
“Because they have come from uni, they have conexpect great
snazzy systems. But they come here and they wayldQh, it's a
spreadsheet. What do you mean?’ At that pointNéeUnderwriting
Premium was manually calculated then printed outisTis
ridiculous. This is circa 1970.”
Rosie, as Regional Financial Controller, agreed anderstood why FAIS was
introduced. It was mainly speed, to enable masgewewn all operations and the
results from countries. So you needed to have ageph standardised platform for
everybody to see in full. That was very importamt Rosie and the expectations in

terms of the data quality were very high. This wiagave them a basis with which to

compare one country’s results against another.

It was a common complaint by senior accountantthefFinance team that they felt
they did not have enough time to analyse their,datd they presented this in their
monthly commentaries. Commentaries provided vemciip explanations of why
and how to interpret the bottom line numbers. Bameple, if profit was down by 10
per cent, then the commentary indicated large daim a particular area or a
particular catastrophe event. If profit was upnttiee commentary indicated whether
it was due to low claims or any recent premiumeases. Many managers based their

forecast models on the commentaries found in s@ounting reports.

Helen Goodall said that in the system, like any rsgstem, there were advantages
and disadvantages. For her it was a managemergiale¢d make the best of what

was there; using systems to the best of their ¢hipedand still doing the things done

Page 156



previously. Most of the enhancements she has seerBREPS have been
improvements to make it easier. Helen says:

“For users, it is better because you're not loaditgta manually and

when needed, you can easily make adjustments thatonrect the

totals, depending on the length of time it takesutothe reports. So

there is probably a trade off with FAIS that it ntake longer to run

the reports but that they’re going to be accurate.”
For Jimmy, the benefit was at a personal level. reiised that the information
delivered was relevant to the operation on a mgnilalsis. It was not any special
system, but a simple accounting information systleat allowed people to do their
jobs. Jimmy said it just provided information tlveds relevant to let them know how
the operation does on a monthly basis. Prior tarthevation, it was a very manual
process. It would need another person to checkvbset. So it would take at least two
persons to do the job. Now she can finish the jplhérself. This gave her personal
pride and achievement, even though the end-uskeminformation was unaware of
anything new she had done. For Grant Mitchell thant of time it took to get a
piece of work done was a fraction of the time iswmeviously. The benefit for him
was that he was under pressure before from his geamias they had to look at the
results in real time. The new innovative system ea® a personal relief for Scott. If
the end-result was not much different and the peopho benefited from the
innovation referred to individualised benefits, whaas the actual problem solved?
For Margaret Hall, the problem is timeliness: “lbnsebody doesn’t submit their
contribution, then you don’t have a full reportJl fatop.” It also depends on the
country operations and their specific problems. &mmple, email is unreliable in
Papua New Guinea (PNG). Fiji and Philippines alwagge problems. Margaret’s job

was to consolidate. She could not consolidate angk® had all the contribution

reports.
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Because of constrained resources in the IT depatiBarry did not think they were
poised to move to a new GL. Although there weredgpeople on board, Barry felt
the need for more expertise. Barry admitted thisspeistic outlook came from a
previous experience in a failed project. Barry ioiddjy worked in the X5 project
from 1998-2001. He was in Singapore for two yearske the final implementation
of the X5 in Singapore because it was actuallyonltle. Barry was tasked to sort out
the implementation problems. Barry had startedixottie problem when FINCO
decided to cancel X5. His work turned to oversedihgeplacement strategies and
particularly systems replacement strategies in Alsga-Pacific region including
accounting IT systems. Thus to allay Barry’s fe&iex provided a close control of
the project from the accounting side and assuradyBd continuous funding. With
funding assurance, Barry was able to get on bdawd.Alex Burke, the new FAIS
enabled a new process. Previously they receivedcbpy reports and softcopy
reports for printing. Keying that data into the Ekspreadsheets (or Lotus 1-2-3
spreadsheets before that) was prone to error. @rother hand, with FAIS they
received a softcopy and detached it onto a loaakdit was already in the correct
format and they just uploaded it to the system.yTlere able to do that for Actuals
reporting each month, or as part of the budgetrtegpand planning process. For
Alex, FAIS provided advantages — not just in thporéing and the flexibility of

answering queries, but also the improvement irptbeess of data capture as well.

Alex explains that this solution relieved the presson the Finance team to improve
the time in which they reported. And so, if theyamated as much as possible, FAIS

was the way to go. FAIS immediately reduced the timgrprocessing time, and it
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normally required less review time, because theyewmitting information in once,

rather than putting information into different spdsheets which needed to be
comprehensively reviewed because they came frofareift sources of data, creating
isolated spreadsheets of information. When it was database with FAIS, there was

only one source of information.

5.3 Building the Team and Getting the Country Operéions

On-side — Interessement and Enrolment

It can be seen how the major actors (such as AbeixRichard) attempted to exert
their influences via the various systems with thg@ressed purpose of solving
problems. These artefacts of influence are listeck o show how they serve as
inscription devices. Included in these inscriptad®vices are examples of the BREPS
reports (in Excel) that each operational accounteadt to submit to Head Office
Division under considerable pressure (and contsyyervery month at period end. As
a centre of calculation, the FAIS month-end proogsgrovided many inscription
devices by which the country operations committeddoperate and follow, such as
producing the monthly operations report. In somsesathe devices had a linked
nature that serves to strengthen the ties betweeH® managers and the accountants
they wish to convince. For example, a setadintry reportsfrom the operations that
consolidated todivisional reports from which business metricaare derived to
calculate FINCO’®arnings per shareall served to ensure that actors at severaldevel
were aware of the benefits of consolidation orgheblems of non-consolidation and

to cooperate because of a strengthening seriesafiptions.
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Figures 5.2 to 5.4 show the artefacts from thereesitcalculation that were critical to
the decision to accept or reject the new FAIS imtion. From the point of view of
the country operations, the FAIS artefacts provided easy solution to deliver
statutory reporting requirements in a way thateredd them of the recurring monthly
pressures on their time and resources. From the pbview of Group Finance, FAIS
provided a controlling device that identified whiskere the better performing
operations and how the entire group actually peréat. Figure 5.4 shows the process
of consolidation as a scale of extremes. It dessrittetails needed by the country
operations on one end and the group operationdh@rother end. As the level of
consolidation increased, the details (inscripti@vices) became more useful to the
group and less useful to the original country opena Therefore, selling the idea of a
powerful consolidation system to the country operst was to address the needs of

both actor groups.

Page 160



Figure 5.2 Sample Report of Monthly Signed-off Redts for Country Operation
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Figure 5.3 Sample Report of Aggregated Country FldsResults
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Figure 5.4 Sample Report of Country Operations Pedrmance Summary
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As the data-entry and validation stage was prdttieiminated and replaced with a
click of a button, the intersection between submgsubmitters and
consolidation/receivers was time-compressed suahititdid not matter who clicked
the button. In one scenario, the operations subdithe results and a Head Office
accountant pressed the button that caused thetaldia uploaded to the database.
Here the Head Office owned the system and made aukeauthorised personnel
pressed the button. The result was time-compressidrcentral control of the system.
Alternatively, the operations accountant pressedbtlitton and submitted everything.
Here, each operation owned the system and wasnggbofor the information in the
corporate database. The benefits of time-compnessiere achieved, but
responsibility for system maintenance appearedetdrbgmented or decentralised.
Eventually the choice was made towards regionadisatvhere the responsibility for
the database was decentralised. Decentralisatiotheofresponsibility allowed the
regional managers to have their own centre of taticm. A re-structure of the

organisation became inevitable through regionatinat
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5.3.1 How Individuals Found their Roles in the BuilProcess

Various actors were crucial in the history of inabens in the FINCO Head Office
finance function. Although there was a common doalthe finance function, each
member of the team had a different purpose in adgpihe innovations and therefore
different reasons for accepting or rejecting thelsdhat were presented to them. In
addition, some members from time to time, had chffié business skill sets as well as
different familiarity with IT and technology. Aleand Richard performed many of the
functions that other accountants did. These actwex) though they had differences in
familiarity and skill sets, reported the same peotd Alex had for their particular
circumstances. Thus Alex and Richard felt that eslsing these concerns within the

FAIS made these other actors decide to go alory tivém.

Sally Wilson typified this difference in familiayitand skills sets. Sally was promoted
several times then transferred back to Head Offic&ydney. She came back to
Sydney to be with the group for National Divisidhe group had similar need for
skilled resources and was able to obtain resowsdzacific Division grew. Similarly

to Alex, Sally performed many of the accounting dions that Alex wanted to

improve via the creation of FAIS. Thus Alex’s owsla was the model which Sally
could be convinced to follow, as she was familiathwt. Grant Mitchell said that

although he came from a business background henetean accountant. His role was
the New Zealand IT Manager and his current task twasct as the link between the
IT people and the business people in NZ. His masponsibility was providing data
effectively for others to report or to audit re@ecross the whole operation. Alex
hoped that the decision to engage Barry’'s SydnegddT department convinced
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Grant that the project was of high calibre and tBeant accepted the IT deliverables
on behalf of New Zealand. Rosie Ng's role was tfategional financial controller
for FINCO Asia. Her main responsibility was to mgaaAsian regions, focusing
attention on FINCO offices in Asia. Her responsilas also included Hong Kong and
Macau which are the two South East Asian counttiesotal, she looked after eight

countries.

Elise Fischer's job in Group Finance was to man#ge monthly reports for
Australasia — basically to co-ordinate and make $loe correct reports were on time.
Each month, she needed to do some analysis antifyd@hat took place during the
month or what happened to document any variancth@rudget. Elise started this
role when she was appointed in 1999, when it wstsAustralian national operations.
The business incorporated Asia and Pacific onl§988. She said she could handle
that because having to deal with Alex Burke for EAtom 2004-05, she became
very familiar with the Asia-Pacific budgeting prese She was also indirectly
involved with the monthly reports in particular. rFber, that role was very
cumbersome because the reporting tool was a ‘rudamg spreadsheet base.
Sometimes it did not work because of Excel linkingitations and had to be checked
for issues all the time. Ray Brown remarked thatas not about looking at the profit
and loss — they were looking at the balance sleetdow they impact the Profit and
Loss Statement (P&L). They previously had a sepadattabase where they kept
extracts from the BREPS. Ray explained:

“The BREPS is basically a tool that is used bydbeantries to access

data from the general ledger. It's a tool where theome statement

numbers are found and then they allocate their bha@xpenses to be

able to produce a final result, which is very usdéfu a manager to
manage their business. They need to know a paatiquioduct is
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making this much money. The way that things weegipusly done

was a manual process.”
Alex also hoped that Rosie, Elise and Ray were #blsee the benefits of the
accounting innovation as they modelled their exgeres with his own at Divisional
HO in managing accountants and performing accognfimctions. Thus for these
actors, Alex felt that they could be convinced  @ong, based on a common

familiarity and experiences with the accountingdiions as well as IT functions.

Margaret Hall agreed that there were always probland issues. She was involved
with reviewing the old BREPS on an ongoing basi®ieeFAIS came in. Because of
the manual processes, she had the task of categoaitthe results and reports. Alex
provided assurance to Margaret that FAIS would Uly iutomatic. That was why

she was convinced to join Alex. She saw that these more consistency with the
new FAIS. It was less prone to human error becauseiously it was necessary to
link all the old spreadsheets, but because it wasraght upload there were now

fewer issues.

Sally Wilson expressed some concern about lacldotaion if the new FAIS were
deployed. In her time there was no one to help with Lotus 123 based reporting
tool. It was just emailed with some instructionger though it was fairly easy. The
new reporting tool that Alex developed could hawe sgame issues. Sally relates:
“But we found that for some reason, the operatiomsthis Lotus
reporting tool when it came to the Excel reportingl, was the same

principle but different software. They really stghed with grabbing
hold of the depth (or simplicity) of what they hadlo.”
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To convince Sally, Alex assigned her the task aueing that after deployment, each
country operation would be visited to ensure thag tihe proper training. Sally found
the prospect of travel not so exciting but the peas$ of ensuring that each country
accountant was trained was what convinced her ppet the adoption of the new

system.

At this point it was becoming clear that each imtlinal joined the fact-building

process because of his or her specific personaurostances. These personal
circumstances were suitably managed by Alex antddRitto entice the actors to join.
For example, even if there was a common benefiingé-compression, an individual
would join in for a different interpretation or dgation of time-compression as

would another individual.

Because of the size of FINCO as a global compadysadominant finance company
in Australia, there has been a lot of independemd¢be business community and the
relationship with FINCO IT. This has resulted i thxistence of multiple IT systems
performing similar functions — for example multiplesurance systems, multiple
general ledgers, and management information systefthough it has been
recognised that these systems need to be consalidahas not been easy or quick to
implement common systems across divisions. One ecugsice of this was the
emergence of IT teams with similar skill sets ass@jto independent business areas.
The co-location of IT teams with business areasclpdes opportunities for
cooperation and IT consolidation. However, if thesiness areas consolidated, then
the IT areas were also rationalised. Keeping thimind, IT teams had to come up

with various forms of cooperation, coordination aationalisation when the business
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areas were closely related or the business areasausommon external (third-party)
provided software, such as a common general systesommon insurance package.
This competitive and cooperative relationship wasativating factor for creating

useful and innovative systems.

Sally recalled the different systems that she uskdn she worked in the country
operations to deliver the BREPS. At the same tiaadly observed over the years that
the systems had been in constant upgrades andwvreyconstantly being deployed
over the country operations one after the othee fidasons for the upgrade were
always varied and not always applicable to eachhitgwperation but the upgrade
proceeded anyway. For example, Fiji still had alid8ed product system where they
pulled out an extract and placed that into theporéng tool. This meant that they had
an extract that could go to the client that thelymbt have to type in. Sally explains:

“It is OK currently, but there are plans to upgmdbecause in

another operation there is a better system callegr@ that they can

sort the data into their PC-based systems. The &€&d product

system is very restrictive — and other systemsdcalbetter — which is

the reason for the current upgrade. They are ggtanserver-based

product system — called SP4000, and it has takértha time to

finally get approved. The country ops are keerufogrades simple to

get bigger and not necessarily for the additiomalprovement and
functionality.”

To address this concern of differences in the aguwerations that discouraged their
support, Alex sought to implement the FAIS accauminnovation to Sally and her
staff at the Sydney Head Office first. Initialljhet upgrade only helped the Head
Office. The benefit for the operation came latentddnation of processes began after
the HO finalised the reports for the operationsrravladsen, the IT manager,
remembered discussing Alex’s actions with Dave @Qgewa systems expert in the

country operations to see if such a schedule weepsable. Barry explained:
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“To get the extracts in the format desired by glsavould have taken

a year to develop and it is even doubtful if a camnrformat and

requisite processing flow exist. Even to this day everybody is the

same. Some of them have in-house processes thatuaial to how

they produce their reports.”
This was how the idea for a common FAIS input systeas deployed. The FAIS was
all about a common way that information was reagifréem the operations across
multiple departments, multiple technology platfornasmd multiple processes.
Previously it was done using common spreadsheetereT was performance
improvement, but the process was still cumbersoataise the principal process was
the same. Alex used this ‘common platform’ approashthe main argument to

convince the country operations to cooperate throomny phases of the project

including planning, testing and training.

Alex illustrated this process using Fiji as an epém

“The Fiji data was in a spreadsheet with the cordation sheet

open, with Fiji in the background; and the rest wgethered and

became this one BIG sheet that almost fell ovexald huge because

for each one you will see the FAIS report as th&t fone, then you

would link it to another external file that had alidhree pages, and

then to another external file so you would havegaoon forever for

each operation. Not to mention that the link godbkan all the time

for some reason or other.”
Another common mistake was forgetting to bringoime of the sheets in the link
chain. It was very time consuming to construct amntain. Initially, Asia, Pacific
and New Zealand formed one common division and trag a common platform
approach under shared services. Shared servicemegkfto the sharing of one

common finance, HR and IT function. The FAIS projéender one of the shared

services) provided the same consolidation servicethe Pacific and Asia regional
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centres. A common platform approach convinced aabthe same platform to join

in because others of the same platform had alrgaosd in.

It was also possible for Alex to convince actorooé platform based on the success
of another in a different platform. Alex succeedete by pointing out that even
though they were different platforms it was the samalytical information that was
being shared. Alex used this in the example of tguoperations submitting
information to Divisional HO that Divisional HO sséquently submitted to Group
Finance. Alex pointed out to actors that it wasaldé the artefact that the country
operations submitted to Alex and Richard was timeesartefact that Alex and Richard
submitted to the Group Finance counterparts. Thtis dountry operations and Group
Finance were convinced of the merit of using FAKSthe input and output of

information.

To enact interessement and enrolment, Alex and aRichdefined the ongoing
responsibilities for all actors in the Country Gp®Pivisional HO — Group Finance
network. The first task was to get the Finance t@amerested in Alex’s intention to
create a new and innovative way of reporting. Alscounts:

“The main reason for using the BREPS reportingeysis to remove
some of the inadequacies and time-consuming remeinés of using
a manual process. Previous we had a web of interected Excel
spreadsheets. It was time-consuming to roll over mumake ready the
reports for each month. It was time-consuming tangfe any of the
reports. It was prone to linking problems so thateiquired at least
two or three man-days to manually print the outpnt the reports
that came out of these to make sure that none eflittks have
become corrupted. And one of the main benefitdisfis that we
needed to build a more flexible reporting, espégidlecause you
have twenty-four countries reporting in local curoy; which then
get reported into Australian dollars at divisionédvel. You can
actually question where does an expense varianogecioom, it is
very hard using the old fashion spreadsheets, vidyere a database
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approach you can go back and analyse the FX comnmisngou can
analyse the component down to local currency ailditstomes to
the same variance that you are trying to explaifs mmeant to be
much more flexible with our reporting and querying.

To sell this, Alex compared it to what they werengdabefore:

“So previously we were receiving a hardcopy/soficogports,

printing them out. Keying that data, into the Exspteadsheets (and

before that the Lotus 1-2-3 spreadsheets), whigirase to error in

doing. Whereas now we can just get a softcopy atact it onto a

specific drive. It's in the correct format. And get that and we load

it in. And we'll also be able to that for Actualpating each month,

then as part of the budget reporting and planningcpss.”
Alex explained that such an innovation is a mustieha

“Especially, when there is much pressure beingg@ufinance team

to improve the time in which they report. And soveg can, we

automate as much as possible. For one, it immdgiageluces that

time, and second, it normally requires less revieme, because you

are putting information in once, rather than pugtimformation into

different spreadsheets which may need to be feathewed because

they come from different sources of data creatirgplated

spreadsheets of information.”
Also defined were the roles of the IT departmenbwlklivered the FAIS system and
continuously supported it for as long as it tookeXAand Richard established the
terms and conditions of the engagement betweenTtlteepartment and Divisional
HO. Lead developers along with other IT developeese keen to deliver a new
technology. Alex and Richard presented an oppdstufur them to engage in a
personally rewarding and career-building experietaget them on board. Barry
Madsen as IT Manager was keen to support the leaelaper and ensure delivery of

FAIS product so by assuring funding and budgetxAled Richard convinced Barry

to accept and support the project.
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5.3.2 Dissenters Encountered — Why did People R@sis

If an important actor resisted the FAIS innovaticiurther development or
transformation would have stopped at that pointaBee of many commonalities in
the accounting functions of the actors, the cirdamses as to how people resisted are
therefore similar. Fortunately, the resistance he tnnovation was limited and
objections were commonly related to lack of tragnor issues regarding doing new

and previously untested processes.

Alex Burke related how people resisted in the pdastn some of the members of staff
were so used to Lotus 1-2-3 spreadsheets and koevthey worked. Going over to
the new system which uses Excel presented a situafi“not knowing what to do.”
Even though there was improvement in the qualityhef report (by being Excel-
based), the need to overcome a learning curve \gasirae of possible resistance. To
address the issue of resistance, other team memlsges engaged to spread their
knowledge of Excel across the finance function.dbkecame the new de-facto skill
and if Excel was subsequently removed there woeldilmilar resistance. Alex and
Richard learned from this example that to convitissenters, they had to agree to let
dissenters take a wait-and-see attitude. Alex aictidRd gave them assurances that
the old BREPS system would still be in place if stwow the new FAIS did not
perform to dissenters’ expectations. Many of theseinters were also nominated as
subject matter experts and were assigned as testdrearly adopters. It was crucial
that if they could not be convinced fully, they gl at least be convinced to
participate with an open mind. Thus it was possibleontinue with the project and
manage the tensions that could break out at atlater Grant Mitchell confirmed that
in NZ, many of those who had done things the way thad would be resistant to
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new ways to doing things. For some people it dideéily matter — they overcame the
issues reasonably quickly as part of a learningveeuiThus Alex and Richard
redefined the issue of a wait-and-see attitude msadditional training issue.
Dissenters were convinced and put back into theedslsoon as they received training
on the new FAIS. Inevitably, when the innovationswalled out, everyone was

properly trained and all dissenters converted.

Mario, who has always supported Alex and Richalsh added that he had witnessed
resistance to change before. Mario believed thatrttportant thing was for people to
get used to the innovation. For Mario, “Resistat@echange is a common thing
because people are people. They have a comfortwebee things are changing. We
need to get people to be part of the change tolenhflem to be successful.”
Ultimately the acceptance and championing of newstesys centred on genuine
perceptions that processing principles had not gbdn This allowed actors to
respond to difficulties in the same way they hagpomded before, and in a way as if
there was no new system. Sally said this was whA#® Kvas all about, to provide the
same processing principle as before. From the singestarted in 1998 ( it was Lotus
1-2-3 then), they used to actually have a consi@dl&aotus file where you kept every
operation and you just linked it. Then they mowedtxcel but all they did from Lotus
to Excel was change the application. The users weneinced to move because the
principle was the same thing. Mario said he wasthas Noumea and managed the
operation there and looked after their interestsi&lly his role had been somewhat
more on the ground. He had been involved with immglisting systems from day one,
since 1988 when he got involved in the reportingteays. For Mario, whether they

called it BREPS or FAIS or business metrics, it \Jwed a management information
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report. In some cases one was better than the, dtiliemainly it was just a name used
to call a report. It was more or less an end-wridecument with a lot of input from
everyone. Now that everything is Excel spreadsheeist things are done via
automated calculations. But some things still reradj such as narratives. A narrative
was a composition of words that was given in bupeints, and explained or
supported the result itself. Narratives have alwagsn there even though they have
changed progressively over the years. Mario has geleecome more of an Excel
spreadsheet — all condensed onto the one sheet thgm on four or five manual
sheets. Using Mario’'s suggestions, Alex and Richeotvinced dissenters by
allowing them to perceive that no changes occuiredhe introduction of the
innovations. This eventually resulted in the ra@tiby accountants of the FAIS label

after the adoption.

5.4 Deploying the Innovation that Transforms the

Organisation — Mobilisation

Because Alex and Richard were able to get everyonéoard the FAIS centre of
calculation, each now became a representative eofgtals originally described by
Alex and Richard. Alex and Richard were able toagpen behalf of the groups
because each individual group now is part of aelargetwork. Each group is now
actually a component of a bigger artefact, and xistealone is not possible. For
example, as far as delivering a report, the FAI®n one part of the reporting
process — it does not represent the complete regoprocess. However, with
accountants feeding data to FAIS and Divisional ék@acting reports from it to pass

to Group Finance, a viable network of accountingsotidation began to emerge. No
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single group spoke for itself. Instead, they wdlenabilised to pursue the objectives
of a community network. Mobilisation was the rexflthe FINCO actors mediating
the accounting innovation network, stabilising titansforming it, and eventually
expanding it. Each actor was involved in mobilisatiin their own unique and
individual way, but nonetheless contributing eaichetto stabilising, transforming
and expanding the network. After identifying theoas it is possible to identify the
relationships that linked them to form the netwdtks also possible to identify why
each individual actor and their specific circumstmpropelled them to join in and
remain in the network of relationships. From hetrés possible to observe why the
community adopted the innovation and accepted ifags Some of these actor

mediations and their influences are detailed below.

Barry Madsen, IT Manager, explained that the fimancontroller of the day was
certainly a major factor in influencing the adoptiof any IT innovation developed by
the IT department. From an IT perspective and gitreat Barry followed all the
SDLC (software development life cycle) requirememarry could not see many
factors that prevented adoption. So long as thexe avdirective from the CFO to
implement the new systems, it was accepted ang@vemwas “very casual about it”.
Rosie Ng said she has only met a few people irotganisation, but she agreed that
generally everyone recognised the fact that FAIS iwgortant. And she agreed that
it should have a level of support from many différ@eople. For Lisa Silverio, a
Divisional Financial Controller, the innovation wadopted because it simply saved
costs. Sally, a Regional Financial Controller, ba bther hand, pointed to external
factors as a driving force that affected adoptidlise and Margaret (local

accountants) pointed to internal management asnibtevation for adoption. Other
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initiatives like the single general ledger are peihout as reasons for adoption. What
this meant was that actors pointed to themselvagasons for the adoption of the
innovation and effectively described a self-sust@nnetwork or community.
Additional factors for adoption became part of tie@work later on and consequently
expanded the scope of the relationships. In somsescthe cascade of expanding
relationship was a tidal wave of influence, esggciahen massive benefits (such as
time-compression) were evident. In other cases,cseade was a slow influence
(such as the long-running implementation of thayleirGL project) into and across

other divisions.

Adoption of the FAIS innovation was in effect anparsion of the network and an
ever-continuing process of fact-building. AdoptiohFAIS had been influenced by
external factors such as statutory requirementerH8oodall (accountant) reminded
others that there was a need to report to the stgckange because FINCO was a
listed company. Sally also explained how top manege like the CEO always
needed to be one step ahead of the market; theratbhoc requests for information
from the innovative system were important. As ailtethese external factors resulted
in “tighter than tight deadlines, and placed stresshe limited staff available, and
were a lot of pressure to deliver.” For Rosie, &nancial Controller based overseas,
competition was a major external influence. The pany needed to know where it
stood with the competition, therefore the needaweehaccurate and up-to-date reports

of performance. The FAIS and the BREPS contributedensely towards this need.

Similarly for Alex Burke, the factors that encouedgadoption came from Group

Finance; because Group Finance would for exampleraaequest for an analysis of
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expenses. In trying to answer those questionsathm's realised the shortfalls of the
old rigid reporting versions of the current systana how it could not be manipulated
to easily answer them. For example, that budggtiogess was used to generate a
whole variety of new formatted reports that fed éissential packs required by Group.
What they had to do was re-create data — that Wwaady entered — into a new
formatted report. This was very time-consuming.xAp@inted out that if they had the
data in one FAIS, it would just be a matter of imgta new report, which would be
applied to all the countries, rather than havingn@nually create a spreadsheet for
each country operation based on the data helderspineadsheets. Adoption of the
new FAIS resulted in responding accurately to ewkefactors with their ‘onerous
requirements’. To meet this requirement, they neetde update their processes,

especially to meet the time frame that was to reipor

Sally Wilson said they used to have a reportingesyscalled Query, similar to a data
warehouse of all customer policies. However, it wasy restrictive — it did not do
what other systems did. This was the reason forctiveent upgrade. They were
getting a new product sales system called STAR tbak a lot of time to get
approved. Sally believed that the new system wbelgp Head Office staff initially,
because the whole of the Pacific sales data caone Group’s STAR system. All of
Asia’s data came from the old system so it was xediot. Initially it helped the
Head Office more than it helped the operations eOlfenefits came later. Once Head
Office people did reports and provided extractsnfra single system. Because there
was only one system people in Head Office had @selyeporting standard and there
was just different data for different operationssd. Silverio believed that it was

important to have consistency in reporting. The $Mas designed to put everything
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on a consistent platform. This was achieved coralyldty having a single general
ledger. Ray Brown also believed that systems sadheFAIS would only be around
until a complete single GL were to come along. Agk GL system could do some of
the things that many had always talked about, sischnalysis of expenses. This is
what the new BREPS did. The income numbers werkegutom the insurance
system by product and the reporting tool calculateghch expense numbers and
allocated them by some method. If this could beedbw the single GL, then there

would be no need for other systems.

Ray believed that the BREPS acted as ‘gap filler & system which should be
uniform across the regions. At that moment thers m@ single GL system so there
were many different general ledgers in each courithgy had to use an innovative
tool that was adaptable to the different GLs oet¢h All they had to do was extract
the trial balance and report on it, while the systdboes all the automatic allocations.
Ray explains:

“The whole idea about the One GL Project is to hardy one
general ledger across the region. Instead of havimgny different
kinds, you've got one GL such that by Work Dayll3tha countries
simultaneously close the book, and then run mdssadion of all the
expenses. The mass allocation is done at the maaéncy and it is
unique. So they have funds for each country. Famgte, for Fiji

they allocate on this percentage; for Vanuatu thegllocate on a
different percentage. Once all mass allocationasel it might take
2-3 hours at most, they will have a product repmming from the
general ledger right away. That is what the BREBStrying to

achieve at the moment that is why it is being aslbpt

Buy-in at FINCO occurred when innovative systemgcesses were delivered to
the business user by developers and end userstada@pnership of the risks and

benefits. Buy-in initially occurred at the spongops level so that funding was

provided. Buy-in then also occurred later at theeleof end-users through training
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and usage. It then became a common point of vietvdhpported new relationships
for the individuals. The FAIS innovation presentéide individuals with an

opportunity to establish interrelationships amongimhn and non-human
actors/actants — including processes, systemsepuatting objectives. The arrival of
the innovation highlighted a common goal among ractd different levels in the
organisation. This common goal, the buy-in (by memof the finance community)
of an IT-based deliverable happened primarily beeanf the impending delivery of
the innovation. Lisa Silverio described how eachhaf actors, who currently had an
existing interrelationship, were suddenly thrugbia new relationship (or in some

cases existing relationships are strengtheneahpéeiment buy-in.

Lisa described enrolment via the relationship betwdike Paterson the CFO and
Elise Fischer, the Operations Finance Manager. eMikked for something and Elise
basically made it happen.” So if Mike says “Thisthe information we need, what
you should get from FAIS" then FAIS was structutedprovide that information
needed. Lisa believed that Alex would have had sdiffieulty convincing Mike and
Elise in accepting FAIS BREPS in the past, busiturrently accepted now. There
would have been “conversations and fights” and “ag@ment buy-in could have
been more”. But they got management buy-in now,amndimplementation issue was
secondary. Lisa reminded herself that at some Ehetdid not even think it was
going ahead. But with the current enrolment lelzeda agreed that there was going to
be a problem with final acceptance. It has not bapd yet but Lisa anticipated that
there would be because Mike was seeing what hesbas before (in terms of
reports). When Mike was presented with a differfeminat, it was going to take a

while for him to get used to that and probably gaim take some convincing for Mike
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to change. This was for Lisa something that defipineeded to happen as early as
possible. Lisa was not sure if this did happeniearbut believed it was something

that the implementation team should have been agfare

The building process was not a straight journeyodk many turns before reaching
the final fact of the FAIS innovation. There hadebeother attempts to develop
different innovations. These routes encountereficdifies that stopped them from
happening. Elise described other databases thatwsed as well as other spreadsheet
approaches. Alex described other approaches femgolhe reporting problem, such
as creating another general ledger to contain dolased information. The
innovations withstood trials simply on the basisr@Edequacies of existing systems.
Although these existing systems challenged the mawovations, their inherent
shortcomings nevertheless allowed the building gsecto proceed. As other
approaches were tried and discarded, the accouptotgss remained the same. This
proved to be a great help in establishing the ctmess of the solutions. For example,
whether it was better to use the Lotus 1-2-3 spstabt or the newer Excel didn'’t
really matter because Sally did the same thingohut different application platform.
Similarly for Mario, the BREPS report looked exsdthe same whether it was Lotus
1-2-3 or Excel. The only downside of this positigitude was that the actors
struggled with after-implementation support, anédezl more training afterwards.
Nevertheless, there was positive feedback in thidibg process for each stage of the
innovation. This was reflected in how the actorsnowented on how they used the

new system.
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Alex and Richard encouraged the actors above tsuputheir own goals and
consequently mediated the network. Ultimately tlesulted in continuous expansion
of the accounting innovation. From this expansiod mobilisation, it was possible to
observe and analyse the effects of the innovatopton. How the innovation
withstood trials was reflected on the positive caenis provide by actors. Users were
very honest in providing positive feedbacks, sush a
* ‘It really works very fast; there is no conflict thiother users. And if
everyone uses this tool, the mainframe will ruridigsbecause there
will be fewer loads on the CPU and other mainfrgonegrams will
run faster.”
* “This is a thousand times better than what | amnganow.”
* “The FAIS download of Zebra GL data is really vegod.”
* “I've been using that download and it is very gotids much easier
to use. | tried to download some useful stuff,lgasi
* “This is so OOOOKKK.”
* “l use it to enquire on transactions that are overe years old. The
standard enquiry does not allow you to get theaedactions — only 5
years or less. These are Accounts Payable trarmatie need to

enquire to get the supplier and the check numbed @onfirm if the
invoice has been paid.”

5.5 Summary

The main findings from the building the innovati@anFINCO can be summarised by
the three points below:
1. Accounting and IT relationships are critical an@réhis a need to
overcome functional silos.
2. Accounting functions are not homogeneous and tmghin within
accounting is required.
3. Process of innovation is not linear where build @uwdeptance is
implied as in DOI or TAM, but is a process of triati®n where

adoption is progressive and precarious.
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These main findings can be deduced from evideri@@sare intertwined in the story
of accounting innovation building and adoption #8l€0O as told through Callon’s

four moments of translations. These evidencesuatledr detailed below.

The first finding showed that accounting and ITatieinships are critical and there is a
need to overcome functional silos for the technglbgsed accounting innovation to
succeed. Consequently, the new AIS (FAIS Projeciyight in new actors and groups
of actors with their own potential for new relatstiips and interests to be pursued.
For example, the IT engagement brought in techmmaphbilities as well as the inter-
connected organisational relationship that sparawdss the Asia-Pacific business
(Asia—Pacific, NZ) and the Australia business, and evetergial inter-connected
interests between and within IT groups in the gloBWNCO. Because the IT
department was part of a global relationship, casmmy several possibly unaligned
interests of geographically dispersed IT departs)ethie proposed innovation (FAIS
Project) was simply a common alliance in the forimijust another IT project”. This
relationship led to observations of how differegieadas and unaligned interests
appeared to merge towards a single actor (entiggent) — in other words, how the
Finance Manager, for example, related to anotheowatant was equally observable
and analysable with how he interacted with anothecountant initially with
heterogeneous unaligned interests and then laténtora common aligned interest
when dealing with the IT group. These heterogenaitgt resulting interrelationship
occurred in multiple instances considering the neindf job descriptions represented
within the accounting function. Each combination inferrelationship within the
accounting function showed that it was not homogeseand instead illustrated the

importance and difficulty of getting buy-in for tipeoject to succeed.
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There were multiple relationships and artefactsjuiing the project team and IT
application that related to the AIS innovation iiffetent ways. The project team
relationship was what made the lead developer piRichard Thames’ invitation
and enrol in his network of AIS innovation building problem emerged and Richard
was a delegate that represented this problematisafionversely, attempts to resolve
the problem passed through him to have any chahsaczess. The lead developer
accepted interesting propositions defined by theblem. The lead developer
negotiated, confirmed or introduced additional dbods as part of taking the role
suggested by the problem, such as ensuring thaBRiagreed to the methodologies
implied when engaging IT resources. When theseugnand interesting conditions
had been accepted, the lead developer and othas aweillingly accepted their roles
and committed to the attainment of these objectivdsthis point, all the crucial
actors had been enrolled. But although the enrdinprase may have been
completed, there was still further mobilisationtthappened behind the actors and
delegates. Richard, for example, represented theAS& HO Finance as General
Manager. If this sufficiently represented the massethe accounting community,
then enrolment became active support for Richanahil&ly, if the lead developer
sufficiently represented the IT project interradaship, then the lead developer role
would have active and massive support from alhehé FINCO IT community. Even
though the lead developer was not a senior managéficient representation (the
massive support it mobilises) was possible so Esgistruments and devices were in
place and adhered to — such as IT project methgoksp proper documentation,

budgets and funding sources.

Page 184



The second finding showed that accounting functemesnot homogeneous and total
buy-in within accounting is required. Figure 5.%wls the different groups within the
accounting function that formed alliances and fdnch Alex and Richard placed
obstacles to interrupt any previous link betweawvugs and their original goals. This
caused the groups to align their interests to tbalsgof Alex and Richard.
Subsequently, this acceptance can be formalisedlllances or promises made to

each other

To look for answers, the main actors were followedhe innovation journey at

FINCO. It was seen that Alex and Richard placedregsement devices on the path
of other actors. Foremost of these interessementcete was the month-end

calculation process that acted as the obligatosggge point. The four main groups of
focal actors were identified as: Alex and Richaedpup Finance, Accountants, and
the IT department. Each actor had private ageruddyecause of the devices placed
by Alex and Richard, each group cooperated ancesepted the goals of Alex and

Richard.

Technology-based accounting innovations such asseeRE accounting information
systems rely on information technology resources fimplementation in
organisations. At FINCO the IT department was p# of the actors that Alex and
Richard convinced to join. To ensure that everygmeed them in the obligatory
passage point (OPP), Alex and Richard also needeghsure that actordid not
become capable of resolving their issues outsidedAP. In its basic form, the OPP
was a question that everyone needed to addresdl a server-based input system

improve monthly close processing? To be convindggically, the groups would
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have obstacles thrown at their path such that thest then turn towards the OPP for

the correct course of action.

In creating a community of accountants centrecheRAIS innovation, Richard, the
General Manager for Finance, started a new IT pto{€AIS Project) where
accountants came together and innovatively ‘sol@goroblem’ regarding monthly
financial processes currently maintained by the H@ance team. This team or
accounting function comprised himself and Alex Byrla Finance Manager (FM),
and the accounting staff (AS). The team relatigmshin HO Finance provided
Richard sufficient stability to commence the projaied expected the same stability to

extend to other relationships that will be builtidg the course of the FAIS project.
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Figure 5.5 Obstacles Encountered and Alliances Fored (Callon 1986)

Actors:

Goals of
Actors:

Alliances
with Focal
Actors:

Alex and Richard

Yvy

Group Finance

(bstacle-dataand
process are
trappedin current
models, difficult to
findreporting
alternatives

Obligatory Passage Point |
|

Minimise delays to
board reports, provide
away to cater for
increasing number of
operations.

Be able to time-
compress, achieve
reporting flexibility

Alex and Richard will
provide the solution
and deliver the results

INTERESSEMENT AND ENROLMENT

The Accountants

Obstacle- time
pressurein
delivering monthly
results, difficulty
inmaking
adjustmentsto
resuits

Ensure montly period
close is easily done

Delivers monthly
results in a timely
fashion. In exchange,
gets an easy to use data
capture and validation
work process.
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The third finding showed that the process of inimvais not linear where build and
acceptance is implied as in DOI or TAM, but is agass of translation where
adoption is progressive and precarious. It showatlthe innovation was a journey of
fact-building. There was a continuous process et fragile as it was emerging,
stabilising, transforming, and expanding. The psscef innovation was fragile

because it was based on relationships and linkbgegeen actors. Notable linkages
here are those between accountants and IT, andebetwccountants and other
accountants (for example, between country accotsyt@ivisional HO, and Group

Finance). This chapter listed the two core resequastions and answered the first.

How active support was achieved though mobilisatbrallies was the challenge
faced by focal actors. The mobilisation of alliesealed the role of Alex Burke, the
Finance Manager who led the accounting staff. it lsa suggested that mobilisation
was implicit as they accepted enrolment simply beeaf existing membership in the
Divisional HO Finance department. However, this wasalways the case with social
relationships. The existing relationship was nadugih — a translation had to occur

and its effects observed in the wider network tha$ the AIS innovation.

Alex and Richard provided two basic reasons foroantants to ‘stay’ — firstly,

because the innovation project helped them do fbbirmore easily and secondly
because the successful project was a potentiapf@moting everyone’s career at
FINCO. The first reason was just a logical consegaeof being an artefact within

HO Finance. However, the second reason was, signify, a suggestion of the
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existence of another relationship that was uncalvarel translated. The irreversibility
of HO Finance here was what caused the formatioAlex’s new relationship of
project development. This project development was mecessarily identical to
Richard’s AIS Project, but eventually translatedittoin HO Finance and the AIS

Project, there was no talk of promotion, but ‘pobjdevelopment’.

From the perspective of relationships and themdiaions there was a fundamental
difference in irreversibility between HO Financepddment and the AIS Project,
even though Richard was the focal actor in botieversibility of existing networks,
or the loss of alternatives, seemed to be a dforeihe formation of new networks (to
create new alternatives that actors desired). Torer®ver time, there was a natural
tendency for networks, such as the AIS innovationreform due to other actors
wishing to be focal actors, even after enrolmednteversibility’ was the point where
alternatives were lost, and yet it was the starpogt for network formation (or
reformation) all throughout the process of factiding. Irreversibility of the HO
Finance department, as revealed later, referreédetgotential for the reorganisation

of FINCO as a result of benefits from innovation.

To summarise the changes in relationships that haea discussed above, Figure 5.6
shows the old relationships that existed and theneéationships that arose as a result
of the transformations in the network. These chargised the network to emerge
and stabilise. From the matrix it was interestimgnote that the most dramatic change
in relationship was probably the relationship ofoactor to another such as the
relationship between groups that IT departmentesgmts — such as the relationship
of the programming group to the rest of the ITasfructure. This event happened at

one of the four moments in network translation. .
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Figure 5.6 Transformation Matrix of Actor Relationships as Network Emerges

TO Alex and Richard EAIS IT Department Accountants
FROM
Before Maobilisation After Mabilisation
"FAISisanew  |"FAISisadopted
system and is very| by users and with
FAIS disruptive to BAU |user sponsorship
andtoIT will survive in IT
ecosystem." ecosystem."
Before Problematisation  After Problematisation Before Prob & Mob After Prob & Mob Before Problematisation  After Problematisation
"We wishtohelp |"Thisisa joint "I'represent the IT |"l represent Alex "We will be able  |"We will gain a
Finance function as | effort and Alex community, the  |and Richard, the toinfluence and  |lot of experience
part of our and Richard know challenge ishow |challenge is how help accountants  |inworking with
ITDepartment obligation andto  |the way that leads tointeractwith  |to get pass [T improve their accountants."
impress them with |to success." the Finance gatekeepers." processes.”
our skills." client.”
Before Interessement After Interessement Before Mobilisation After Mabilisation Before Mobilisation After Mobilisation
"Alex and Richard |"For Alex and "Any new system |"This FAIS is NOT "We are very wary | "The FAIS system
areinSydneyand |Richard to deliver isjustanextra  |anewsystemas| of IT consultants  |is ours, as it is
do not appreciate  [FAIS successfully load of work."  |seemtobe telling us whatto |simpy the old
the issues brought [shows they "The old system | familiar with it do." BREPS - IT
Accountants on by our understood our hasbeenvery  |already." Department really
remoteness." problem of cumbersome and |"WE (as a whole) did not influence
remoteness and wearecloseto  |justgot better us."
data reliability." givinguponit" |(software was
just part of it.}"
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The IT department changed its relationship to fitgedfer to item entry under IT
Department vs. IT Department), and declared thagptesented Alex and Richard
rather than the IT community. It showed a big skiic allegiance to change from
saying that “I represent the IT community, and ¢hallenge is how to interact with
the Finance client “to saying “I represent Alex &idhard and the challenge is to get
past IT gatekeepers.” This was a consequenceed®tbblematisation — when the IT
department realised and accepted the OPP suchyhbe Mobilisation stage the IT

department had completely changed how it looked uiself.

In conclusion, the three main findings from theldhng of the innovations at FINCO
support Latour’s three-part model in defining Actéetwork Theory (Latour 1987),
specifically the first parts - Action at a Distan@&art A) and Centres of Calculation
(Part B). The parts Action at a Distance and @snof Calculation are explained
below to show how the findings link back to the ahe of the emergence and

stabilization of technology based accounting inrioves.

In Part A - Action at a Distance, Latour explaihattinnovation emerges from the
accumulation of knowledge such as that revealethéyindings on the relationships
between IT and accounting and among accountingitme Here we see in the first

finding how action at a distaneeas enacted as functional silos were overcomes Th

relationships among IT and accounting were contintailt and reinforced in cycles
of accumulation in the same way as La Perouse’pmgpexpedition added a cycle
of knowledge from his relationship with Chinesel@ai and fishermen — a cycle of
knowledge that would eventually lead to completenohation of the Great Divide

(Latour 1987, pp 219-221).
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We also see in the second finding that cycles ofiatilation are also revealed within
the accounting function as they are not homogeraoub that several relationship
exists because of this non-homogeneity. When tbtal-in is achieved within

accounting, an accumulation of knowledge is alsseoked — thus leading to what

will emergeas the technology based accounting innovation.

In Part B - Centres of Calculation, Latour explathat there is knowledge that is
uncovered when raw information is tied together eoisolidated into new orders of
inscriptions. Here we see that the third findingllected and processed this
knowledge in a progressing and precarious mannes #mnacting the centre of
calculation and leading to thstabilisation of the technology based accounting

innovation.

The next Chapter, 6: Effects of the Innovation,| witempt to answer the second
research question by discussing what happenedeirorijanisation and specifically
the accounting function as a result of building ttmeovation. Also, the third part
Metrologies (Part C) will be explained to show ttia findings of Chapter 6 also link

back to Latour’s three-part model of Actor Netwditkeory.
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CHAPTER SIX

Effects of the Innovation

“Prior to FAIS... we improved the quality of the refiog but we didn't improve the

integrity or processesf how we capture the information.” (Alex)

6.1 Introduction

The previous Chapter 5: Building the Innovationemipted to answer the first
research question of how does technology-baseduating innovation emerge and
stabilise within accounting functions. This chapiglt attempt to answer the second
research question of what effects does technolaggd accounting innovation have
for and within accounting functions. This will berte by analysing the effect of the
innovation when it became part of the organisatiincan be noted that the
mobilisation phase resulted in the emergence efaively stable innovation network
that was now travelling in the larger organisatitbrwas the spread of these networks

that was followed to trace the effects of the inatan.

The effects of the innovation were found primariiythe networks that emerged and
stabilised. In this section these network effectdl Wwe described from the
accountant’s point of view. The first effects obsel as a result of the emergences of
the innovations were the strengthening of existingcriptions. There was an
investigation of how the FAIS spread its influermoeoss the organisation as it carried
the text inscriptions of reports, metrics and aatiohs. Another effect was the
calculation of new KPIs because of the improved emadsolidated processes. With

improved and time-compressed processes, it becasshe to reorganise and create
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smaller and more independent centres of calcularahthis led to further effects of
changes to the centre-periphery relationship betw&ex and Richard versus the
country operations. Then it was seen how Divisicaatountants faced constant
changes before and after the emergence of the netwth FAIS at the centre. It was
also seen how Group Consolidation achieved thertiagdlexibility they had wanted

as they became part of the network.

6.2 Strengthening of Inscriptions

Many of the actors who adopted the innovationsstesi that nothing new was built,
but rather something improved. This was typifiedHglen Goodall's view that no
matter what the new innovation was, it simply jostde them smarter. They simply
measured the effects rather than identify a neefast. So rather than looking at the
new technology that improved a familiar report, éxample a report that used to be
delivered using manual calculations, then got @eéd using Lotus 1-2-3, then Excel,
then via a database, the accountants initially geised these behind-the-scenes
innovations but eventually considered them as nehamges only. The re-labelling
was felt to be necessary only to recognise thengtihening of the particular
inscription. In the case of BREPS, they did notreweant the re-labelling and
eventually abandoned the new name of FAIS and tedyérack to BREPS. With time-
compression, tasks simply became easier and warkfimcesses improved. These
were the same inscriptions from before the innovatiexcept that they were more
effective and more acceptable to actors than befAseinscription devices they
served for Alex and Richard as more effective adhimig forms towards accountants,
specifically the remotely-located country accoutgarThe artefacts that became

stronger included existing reports/KPIs, workflowogesses, deliverables and the
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reliability of these deliverables. Some of the dsehat led to these artefacts being

strengthened will be discussed below.

Alex Burke led a team of accountants that perforrntteel monthly consolidation

process for the division. Alex and his team neettedeliver a consolidated set of
accounting information after each and every moiithe FAIS innovation allowed

them to deliver much stronger consolidated inforamathan before. It was stronger in
the sense that it was encapsulated in database andl technology instead of the
original Excel files. It travelled through commuaions lines that were more secure
and integrated rather than just personal emailstréssions. Thus its reliability

strengthened the inscriptions hold on those whaedégd on the information. The
success of the FAIS innovation meant that the widridlex and his team had less
risk, and to support this risk-aversion Alex and be¢am also knew that FAIS
guaranteed that backup options (such as revedipgevious systems) were available

in case of problems.

Even before Alex joined FINCO, there were alreadhycpsses in place that performed
consolidated accounting. For example, prior to Aleansolidation processes were
available in the reporting tool in its original foras Lotus 1-2-3. It was the same
principle where information was “pasted into theclbband all the formulas added
everything”. Sally came along in 1998 when theydkyxh the same data into the
mainframe GL. At that stage, all the branches M@D prepared only one client
pack and one audit file and there were no subsdido worry about. The wholly

owned company in Fiji and Vanuatu prepared thein alient pack, but the branches

that made up Australasia Division submitted certagiedules and consolidated
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directly to the next level of the Australasia paltkthe current situation, each branch
or a subsidiary prepared their own packs. In otherds, there was a continuous

improvement of processes leading to the latestitar in FAIS.

The original consolidation system extended tocddllAsia by 1998. In 1999, the
reporting tool comprised 70% Lotus Notes sheets 20 Excel sheets. By 2000
everything was in Excel. That was when Alex stamexuking in FINCO. He started
in 2000 with the responsibility to create a new &épg Tool as an extension of the
consolidation system. His role was also to lookhat Budget Model as it was then.
He developed a new model using Excel and incorpdrat into the rest of the
reporting tool. They always called it BREPS — BiarReporting. Alex’s Reporting
Tool reached its full potential with the deploymeftFAIS. Sally surmised that this
was because it worked similarly to the Branch Mgntimformation report even
though it was actually a Budget Model. When the d&2tdVlodel was implemented in

the FAIS, it was easy to see what was wrong wighdita.

Barry Madsen, IT Manager, recalled how the GL hhdags been part of the IT
systems picture in spite of all the changes. Bamag a contractor between 1992 and
1998, working on all the systems in Pacific in #hasys — including some which still
existed. It was fairly integrated and had its oetliger and also its own sub ledger and
GL reports. For Barry it was the first time thatirext and reports could be taken
directly from the ledger using FAIS by the accoutgawithout assistance from IT.
Alex Burke said the technical support for using &xoould be found in the finance
team. This should be the correct process with #ve IRAIS, as it provided them with

the ability to understand where the data was confiogy and then they could
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manipulate it. It was seen that the strengtheningracesses directly related to using
the FAIS innovation also resulted in improving athbeocesses such as IT and Excel
support within the Finance group. By moving to FAI&h its database functions,
Excel's spreadsheet functions became easier toAlse.explained that this helped
and improved their process because they were aksslreut the company when
management met for discussions with the rating @genat least annually, to discuss
FINCO's performances, strategies and risk manageriéms was very important,
because they talked to the business directly, hatiway they got comfortable with
what the Group did, and where it was going. Rich@lhmes always reminded
everyone that it was crucial that FINCO maintairtedating — for example, without
an AA Best rating in the US, people did not buyuramce from FINCO. It was
devastating to the business if FINCO lost its gtiar the rating was downgraded,

either with or without good reason.

Prior to 2005, the accounting functions compriseougs of accountants, some of
whom were involved in the establishment of the FA#ution. This subsection will
show how accountants in many levels of the dividiaced constant changes — in
themselves, the organisation and the systems tbeyluwill also show an existing
network that performs the accounting function ewdhout the latest innovation and
how this situation affects the organisation whes itinovation is built. From below,
Sally described the accounting function as if itl mot changed since she started in
FINCO in Fiji. By ‘unchanged’ she meant that thentidy reports served the same
purpose today as they did twenty years ago —theyigeed management with a tool to

run the business.
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The old BREPS reporting tool has been with the awstants as far as they
remembered, as Sally recalled about previous masiage

“It was already here before | came. He (Mario Saezhhas also
been the general manager overseas. He has beenaheegy long
time. All that time he has been here, | think wiite exception of SE
Asia period where he was assisting Ramon with mgrgend
acquisitions. He would be general manager before Racific
Region. He has always had that title. But he hasendéad a team.
When | first started, BREPS was always there. Is \@amanual
account — physical size of 60 pages by class ahess. We used to
fit it into an Excel spreadsheet. It was actualiyLiotus then — 1993
all the way up to 1998 just like a stand-alone Exxmreadsheet. It
was always called BREPS. It didn’'t always have r@agsheet. They
used to have those non-spreadsheet files, plusotber Head Office
reports that were due on work day 2. And you sdinthase off to
Head Office.”

As a tool, the new BREPS became even more cruziaidnagement, as more and
more parties depended on the more reliable coraelidinformation, including
accountants, managers, insurers, and actuariesy Mesiness units were now able to
prepare their reporting packs on their own:

“I think it was 1987 that Peter White used to hake role that Chen
[another senior manager] has now. He took over fréhren. He got
this reporting tool that someone developed but imalsotus — same
sort of principle where you paste it into at theckaand all the
formulas added everything. So we used to haveatitvhen | came
1998, we loaded into Zebra GL that reporting, bgrwh because at
that stage, all the branches of FINCO used to de drent pack and
an audit file, and no subsidiaries. The wholly od/imempany in Fiji
and Vanuatu would do their own client pack, but tinanches that
made up FINCO, would submit to us certain schedulege would
prepare the consolidated pack. Now with the new BREFAIS], it
doesn’t matter whether you are a branch or a subsyj everyone
does their own.”

FINCO had a large international IT department vatier 1000 employees. The FAIS
AIS innovation was an IT project sponsored by thestfalasia business area and
FINCO’s IT department was engaged to complete Therdject and deliver the FAIS

system. The IT project team consisted of projectoueces assembled into a
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networking group with skills fit for the purpose elhbers of the IT project came from
the FINCO business community as well as from thd@D IT resources pool. As
well as having core resources, the IT project aded or inter-networked with other
shared resources such as IT computer operatioisg @dministration, IT standards
team, and IT process improvement teams. As a lasiaea, the finance function
(with Richard as chairman of the Steering Commjtteened the IT project and
secured its successful delivery. Even though therlject created an AlS innovation,
the core business of FINCO was always general amea:. Therefore Alex and the
accountants were always aware that they were pioglaccounting results for an
insurance organisation. The reports and KPI metl@sered and improved upon by
the FAIS system were consumed by managers who imstgance professionals.
Thus, the effects of the innovations continued @rthis business community who
adopted the artefacts created by the insuranceuatarts who adopted the FAIS

innovation.

Although the IT department was relatively indeperntda delivering the FAIS AIS

solution, the successful delivery of the projectaated the goals of IT in terms of
other projects in the IT landscape. As part ofrgdaFinance Transformation Project,
other IT projects such as new core insurance systiativered to country operations
benefited with the adoption of FAIS. Thus the ®&REPS entered a change
management cycle that ultimately transformed i itite new BREPS aka the FAIS.
This change activity was managed by IT using thetgmols of SDLC (software

development life cycle) thus the need to insertnéwe FAIS in the IT landscape. The
change management activity consisted of softwareeldpment, new equipment,

training, workflow changes, and ultimately functabmeorganisations. Except for the
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functional reorganisations, the change managemmteps was largely invisible to
the accounting functions. In fact the accountaagsumed the existence of an
underlying anti-changemanagement process as evidenced by their dishkendw

unproven ways of doing work and their interpretated the new improved tools as
simply improvements of themselves. Thus the actefilaat was the FAIS was re-

labelled to become simply the (new) BREPS.

FAIS and its subsequently relabelling back to BRERS#ne was from a change
management perspective, integrated within the E@afransformation stream and
made little visible impact as a separate changarryBVladsen pointed out that the IT
department had made many contacts with the renmatetiy operation during FAIS
development such that these same contacts wergteelvivhen the Sirius insurance
system was delivered. IT staff were reassignedutoré projects that involved the
Pacific countries. Even if there were new facegTinthe old familiar faces helped
introduce everyone to each other. IT staff admittest projects such as the FAIS
became personal vehicles for career improvemermINCO. Many of the unique
approaches and tools created for FAIS (for exantpke,use of Excel as a process-
centric framework for an AIS system) were re-us@dsfmilar projects later on. There
were difficulties the first time around but the sed and third time became easier.
This was what happened sometime after 2005 whensodtwware from Oracle was
introduced in FINCO. Each project that the IT depelr successfully implemented
was a feather in his cap of historical IT achievetseand this current project was
expected to add to this personal network. Suclvel lef personal benefits to Barry
Madsen and his developer served to strengthen mgrielations between IT and

accountants. The inscriptions created by Alex anchd&d to convince the IT
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department to join in the network had proven to Jsey successful and were
remembered again by Barry and the lead developeniney dealt with other users

in later projects and by Alex and Richard when thegded to engage IT again.

The history of FINCO showed that the HO Divisiorcaanting function grew and
needed a consolidated reporting system to meettiabenges of business growth.
They needed to respond immediately to managemerdtguest for crucial
information. The problems were minor in themsel®ms, together they degraded the
legacy system over time. Alex recalls:

“That's right. It produced the same level of thesbaeports that

we've built out of the FAIS system. But it wasadiff. | was involved,

in that it was very manual and prone to error, amty rigid. Prior to

these spreadsheets, there were lots of approaahesolving the

reporting problem. They were interconnected, anat'shwhere the

problem lies. Prior to FAIS, they were in Lotus whdirst started in

the organisation in 2000, then | updated them tadExin the year

2000. It was 1-2-3 and very large linked spreadtshe&es, we

improved the quality of the reporting but we didimtprove the

integrity or processes of how we capture the infdrom.”
FINCO is a wholesale and retail financial serviaesnpany. As such, FINCO'’s
external customers encompass brokers, other fiare@mpanies, banks, fund
managers, state government authorities and indugigulators. Reflecting the
increasing benefits of consolidations in the finahservices industry the presence of
international mergers and acquisitions activitiegasded significantly after the mid-
1990s. These market activities added to the cothmehature of the marketplace and
an ever-growing demand for effective performanceasneement and reporting.
FINCO’s mission statement referred to a list of Ijigs that every employee must

have — such as business acumen, customer focuogintpioutside the box, utmost

integrity, good personality, accountability, goothrming skills and networking.

Page 201



These behavioural prescriptions were found in sdwefr the actors and formed the
rationale behind their actions within the networksr example, Alex reported that
business acumen was embedded in the reasons feerde innovative metrics for
performance reporting. Similarly, Group Finance stdared business acumen as an
essential behaviour for success in delivering tyfi@lancial information. The country
operations looked at the networking essential beliato cooperate with Divisional
HO to work as one in proving results that consdéédao Group finance. The FAIS
system, by following the prescribed IT proceduredjibited the essential behaviour
of utmost integrity by providing a transparent datacessing and analysis function to
all levels of users. The actors were seen to atili;e FINCO vision statement of
required essential behaviours for success, assruation of how they behaved in

forming relationships with human and non-humanacto

From the foregoing, many inscriptions were streagéd either as a direct
consequence of the time-compression of data cumlteatf information or, as the
consequences when accountants adopted new proaass@proved relationships

with other accountants and the rest of the orgéiaisa

6.3 Divisional Finance Calculates New Metrics

The new FAIS allowed the capture of more informatand this in turn allowed for
new measures and metrics to be reported on. Thesecsnwere either integrated
onto other existing reports or became new repgeabd themselves. An example of a
new type of report metric was reports that consdéid multiple operations. They
were not really possible or reliable before, andaoee reliable only through FAIS
maintenance of a central database. An example‘wbtanew’ type of report is the

Flash report that was an estimate report but deldvas early as possible. But because
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the data capture was hugely time-compressed, tsh Feport was massively brought
forward as well to the point that it was of a minigher usefulness. Another example
of a different quality of ‘newness’ was the abiltty add extreme Excel formatting to
reports. Prior to data capture via FAIS, large Exides were common. This

prevented the full use of Excel formatting featurdsecause Excel ran out of memory
just for the data. The new formatting features gseeior management a better tool

for decision-making.

Figure 6.1 shows the new or modified systems atefaats that could be identified

during the fact building process of the FAIS innowa:
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Figure 6.1 KPI Reports Affected by Adoption of Innoration

Used by
REPORTS Divisional Country Group
HO Ops Finance

FAIS — Accounting Information System Y Y
CONSOL - group consolidation system Y Y
GL — Financial General Ledger(s) Y Y
Branch monthly reporting Y Y Y
Business Reports Y Y
Divisional Consolidation Y Y
Flash Reporting and other Management Reports Y

New KPIs were requested by all the main actors dase their functional
requirements. Group Finance for example had beguesting new metrics to
calculate, but Alex and Richard had been unabjgdeide them before because there
was no more time in the long monthly period clogecpss. Now with a time-
compressed close process, there was extra timeviotalto Group Finance requests
for the calculation of new measures and ratios réporting the performance of
existing and new product classes. Many of thesesarea were initially for ‘what-if
scenarios’ that were never considered for mainstreBlevertheless, these new
measures viewed by Group Finance as potential ypeaiace metrics for future. This
resulted in Group Finance being poised for moréalaontrol of FINCO businesses

worldwide.

Alex and Richard also had requirements for new ntspia their roles at Divisional
Head Office. An example was Flash Reporting whglan estimate report based on

early returns, but gave enough transactional inédion that could be reported and
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acted on early. Previously Flash Reporting was mebslable specifically on a
particular day of the month regardless of how muahsactional data was available.
Because the data-input processes have been timeressed, the information
available is now richer and of better quality. Thte Flash Report needed to be
redesigned to reflect additional information. Thisquirement resulted in more

effective decision-making and at a much earlienpmi the business process.

The country operations also needed new reportsnaotifications to existing ones.
Because they adopted the innovative process impiEde with FAIS, they

consequently handled faster moving information. Y&has, before, it took days to
extract, collate, verify and upload transactiondgbimation, they now simply and
reliably uploaded automatic batches of informatioat were self-checking. Thus the
summary reports that they used were modified tovsbaly as little verification

information as needed. Their focus then went to taratives which were
explanations of trends and local events. A nareagireen was built into the reporting
tool that was transmitted to Divisional HO alongtlwithe main transactional
information. Previously, narrative texts were email separately by country
accountants to Divisional HO. It was another umded consequence of time-
compression, that the narrative texts found anmatc way to be transmitted to
Divisional HO with the correct matching transactibdata. This resulted in a more

accurate description of business performance.

Each of these artefacts was either created ore@en as part of the journey. If they
existed before, none of them remained exactly eg wWere before the journey. They

went through changes either physically or chandedr troles within the FINCO
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community. Some artefacts were physically differémm before (for example
acquired new features, new platforms) or were gihensame names and same roles
so that adoption became easier. During the courgleecinnovation building, Barry
said they now had better technology. Because ohéve FAIS, they now had “more
specialist resources that can make it happen witte apecialised people and tools.”
There was always a need to invest in technologgylpent money to save money.
Barry believed that treating development as anstment led to cost savings and

greater accuracy.

It was seen how individual actors described theles in the building process and
their transformation from the original communitieso the FAIS network. This, in
turn, explained how they viewed the fact-buildinggqess as smooth transformations
of their current roles into new but similar roleBach actor always saw the
transformation as one of more major changes sonrewdise, with only subtle and
minor changes within their immediate spheres. Ydaha end of the day, the entire
community transformed to something completely défe¢ and led to an innovative
FAIS system. Eventually the innovation journey aésecountered major influences
directly from the top of the organisation. The angational re-structure of 2006
affected every division in FINCO. Divisions wereassigned to different Divisional
Managers. But finance departments still had indireporting lines to Divisional and
Group CFOs. Divisions (for example, Asia-PacifiGAl] Europe, and Australia) then
needed to be re-organised. As a result of thervetste and the influence of the
accounting innovation, FINCO maintained competitisdvantage, handled new

markets and responded to strategic growth.
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6.4 Emergence of New Calculation Centres and Reshag

of Centre-Periphery

Higher management therefore defined the requiresrfentreporting divisional results
that included timing of delivery. At any given ptithe delivery was agreed upon
with the divisions and the stakeholders, and ahilable tools were taken into
consideration as reports were created. Senior neamawgt knew that delivery
schedules were always tight and that divisions waready compressing delivery
times in the best ways possible. The innovationrmjey needed to transform to
incorporate these new artefacts. It successfuthythis by expanding the network and

by utilising any new features acquired such ad-hkS innovation.

By tracing the flow of information that was colled{ reconciled, signed off, and
reported, it was possible to see how action atstadce was implemented by the
Divisional Head Office. It acted as a centre otcaldtion and the country operations
cooperated in achieving the goals of the focal racfdex and Richard. Figure 6.2
shows this flow and illustrates the complete suecef Alex and Richard in

dominating the remote country operations. Previguslis calculation centre existed
as a data-capture and data-repair centre. With-cdguture wholly encapsulated in

FAIS, Alex and Richard’s new calculation centre nescame a data-analysis centre.
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Figure 6.2 Divisional Head Office as Centre of Caldation
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There were indications that the FAIS innovation véteed next to the
networks/translations in regional centres (for eplanAsia Regional Centre, Pacific

Regional Centre, and Australia Centre). How thesevorks reacted and who the
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ultimate focal actors were was not immediately icl&e FAIS innovation kept its
part in the expanded networks, as did other ingoripdevices that operated in the
finance function. The initiators and actors in éxésting accounting function (Richard
Thames, Alex Burke, FAIS developer) were confiddémat the improved FAIS
innovation travelled further than before. Alex’ste accepted the central role they
played in the network. Alex explained:

“The Head Office reporting team was looked uponttas centre of

excellence. And so, it's our innovations that Wwél driving them and

will be used in the regions or in the individualucdries. So there

wouldn't be anything that would come from a coumipgration that

would drive a change in the Head Office reportiege¢ept, we would

be conscious that, if we could cater for lower riegonent as well a

Head Office requirement, in the new system, thed wg and do

that.”
The expansion of FINCO through mergers and acduisit(M&A) in the Asia-
Pacific region tended to create inconsistenciedinancial reporting because of
disparate financial systems inherited as part qtisitions. Because of the new FAIS
common platform, Alex and Richard enabled DivisioH® to speak in a consistent
framework on behalf of all operations, current amdbe-acquired. Thus, they

achieved the objective of having a single source&uwh or information on behalf of

the FINCO organisation.

Mobilisations of the operations involved ensurihgttthey used the new FAIS tool in
a smooth transition from the previous tool. Thisswat easy. It took time and travels
to distant places. Sally described her experience:

“With Excel, we had to visit the operations and whihem. To try

and do it over the phone — is not very easy. Weadlgthad to make a

couple of trips with some of the operations. Weldigo over there
for a week and just do the reporting tool — to siibem the steps”
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But like other explorers that followed La Perousdhe 1700s (Latour 1987), Sally’s
second trips to extend influence to other operatimecame easier. With the arrival of
the new FAIS, the network extended by replicatihg tonsolidation effort from

country operations to regional centre. Regionarimal controllers were able to view
comparative information of their constituent cowggrin the same way as Head Office
was able to view the comparative information ofieseg and constituent countries.
Figure 6.3 shows the impact of regionalisation e driginal network built by Alex

and Richard.

In 2006, a major reorganisation took place in FIN®@cific and Asia wakrmally
regionalised and each one had an opening for the @b Regional Financial
Controller. New roles were created for regionalocactants located in the country
operations and these were taken up by the localtgpaccountants. Initially it was
feared that a regional role conflicted with the mipy submission role to Alex and
Richard Divisional HO. Instead, the country submoisgole became localised within
the regions and did not have to be received bySyuaney-based Divisional HO. As
the regions accepted the innovative consolidagchriology, it was transformed to an
exclusive regional tool and the centre of calcolatrelocated to the regions. The
regions posed as potential betrayers (hijackerffietechnological innovation. As an
alternative interpretation, regionalisation simpdyg to an organic extension of the
network. Eventually Alex and Richard’s data-anaysentre was replaced by the new
regional centres of calculation shown in Figure. 6t3ecame clear that Alex and
Richard had lost their power and yet the countrgrapons’ periphery was not really

affected, at least from the country operations yi@mt.
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Figure 6.3 Change in Reporting Relationships with Bgionalisation
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Although the changes due to regionalisation didaiffatct the periphery operations, it
certainly affected the centre as it was not clelaene the centre was at this point. The
mix of actors had changed dramatically. Whereaethsed to be these actors — Alex
and Richard, FAIS, IT department, and Country Og@na — there were now Group
Finance, Regional Centre, FAIS and Country AccaustaThe roles of Alex and
Richard had gone and soon the role of the IT depart itself was also gone. This
showed that the innovation network was continuousiypsforming. There was no
pause at all. Alex and Richard took a lot of effiartget to this point and yet it was
inevitable that regionalisation took it all awaydamansformed it to something else.
The Alex and Richard journey (with three other maators) was only a snapshot of
the innovation network that was continuing its joay. It is not even recognised that
the new centre-periphery relationship between Gréumance, regions, and country

operations is final; it has merely stabilised.

The previous sections identified some of the maitora in the network and how
networks form and re-form. The FAIS innovation wallowed as it travelled within
the FINCO accounting network. The various transttions of actors and artefacts
were depicted as a ‘travel’ with a network of relaships. From the initial network of
HO Finance accountants, the FAIS innovation waseesl in the form of the
original BREPS reporting system. The FAIS innowvatiben travelled and re-formed
as an IT project or, possibly, it was ‘cloned’ tast in both the IT project and HO
Finance. The reason it travelled to the HO Finaaue to an IT project was because
in its previous formation (as the BREPS reportingstam) it had inherent

shortcomings (for example tedious data-entry/dathdation) and was unable to
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move any further except through some re-inventiprolflem solving calculation

centre) manifested as the FAIS.

Richard Thames allowed his original idea to travein HO Finance to become an
FAIS (IT) project, believing that he was still thecal actor in both translations, and
thus his purposes are still served. As in the FAiSject, it was seen that new
alliances were formed (for example the IT teamnigagied to deliver a project), and
the existing alliances were affected (for exampke T department, the project team,
and the business managers.) The beneficial outeeasethat the FAIS project itself
became the new process for the Finance divisionsalFactors such as Alex and
Richard were also expected to form new relatiorshigxisting relationships were
affected because Alex and Richard created artefathe form of workflow rules and

the emergence of systems and devices acted orsother

As an innovation, FAIS was passed on and traveledugh the new and existing
members of the community (IT resources, group ati@mis, operational accountants,
financial controllers, managers.) As an IT appl@at the AIS innovation was
significantly re-invented. Because of this it wdeac where the AIS innovation
travelled next, for example, joined up or re-emdrgeth the BREPS reporting
system. The existing translations (IT departmentojeet Team, and Project
Management) did not re-invent the AIS innovatioraaslT application but played a
significant role in preventing the AIS innovatiorom becoming or travelling to

something other than what was desired.

From its various forms and involvement in IT apgtions, project development, IT

department, project team and project managemeatAtB innovation re-emerged
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back in HO Finance, and combined with the exisBREPS reporting. Two actors,
the BREPS reporting system and the new FAIS witlpraved data-entry/data
storage, became a collective, that is, a new acwelling in the original network HO
Finance, but able to travel further than beforextNéhe AIS innovation travelled
beyond Richard’s SE Asia accounting function tcea tbroader network, comprising
the regional accounting functions. At this poiniclitrd was promoted to senior
management (as Group Risk Officer). Alex Burke beedhe person in charge (focal
actor) of HO Finance. HO Finance was thereforeorexéd, possibly among other
reasons because of the successful re-inventionhef RAIS innovation/BREPS
Reporting. The continuing re-formation of HO Finarad a major impact on the AIS
innovation as an actor although the full impact aerad unclear. Sometime after
Richard’s promotion, HO Finance re-formed again &bex Burke’s role became
redundant to make way for the complete regionatisaif the accounting function. In
other words, work done by Alex and the accountiadf $AS) was reviewed then re-

assigned to overseas regional centres.

During the innovation translation, FINCO managemieatl been implementing an
organisational culture. At this highest control erobf FINCO, network FINCO
executive (that is, FINCO senior management) adfitetl other networks and actors,
including Divisional HO Finance and Group Finandéws Richard’s promotion,
regionalisation, and continuing Divisional HO Figanre-formation were technical
artefacts created by the FINCO executive to erfild¢CO staff's enrolment to the
broader FINCO organisation. Thus, even if the Flsi®vation did not travel fully in
the network it was visible to the broader orgamigatand impacted on how the
broader organisation changed, how the innovatiangéd (re-formed) and how the

broader organisation eventually accepted the iniimvaThis was only a small
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picture of how relationships transformed in FINCD.only covered the FAIS
innovation itself and its physical impact on thegamisation. There were the
relationships that existed and the relationships émerged from each and every actor

in the network. This will be covered in detail eetnext Chapter 7: Conclusions.

6.5 Summary

The main findings on the effects of the innovataarFINCO can be summarised by

the points below:

1. Technology-based accounting innovation has thenpateto transform
accounting work through strengthening of existingscriptions and
enabling new inscriptions.

2. Technology-based accounting innovation can lead ueintended
consequences in terms of changing of existing egueriphery relations
(empowerment) and creation of new centre-periphasiations
(regionalisation).

These main findings can be deduced from intertwieediences in observing the

effects the technology-based accounting innovaasnadopted at FINCO. These

evidences are further detailed below.

The first finding showed that technology-based aatiag innovation has the
potential to transform accounting work through thengthening of existing
inscriptions such as data reliability and enabbhgew inscriptions such as new KPIs
and reports. This chapter discussed the effectthefinnovation within the larger

organisation. It was seen that the network of AlRkchard and the accounting
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community emerged and other networks with FINCOcliswas the insurance
community and global managers in Group Financegva#fiected. In some cases, the
network (of Alex and Richard) influenced others amdome cases it was influenced
by others. On the whole, everyone appeared tonatteir interests even though each
was different from the others. Group Finance actidts goal of additional flexibility
as it defined new reports and imposed them on ftkesibnal levels. Divisional HO
improved data reliability, minimised data input amdximised data analysis because
of the server-based data input and centralisedriiego The Country Operations
finally felt confident that they were in the loogdause of the accurate feedback of
the centralised reports. They were also allowedenopportunities to amend financial
data because of newly time-compressed data inputiata validation processes. Thus
Divisional HO’s story unfolded from here. DivisidndO received better quality and
more timely information from the country accountanbivisional HO was able to
request and receive additional KPIs. Before FAK¢hwere all manner of complaints
and negotiations whenever Divisional HO tried t@mye or improve the monthly

reporting process.

Group Finance was able to test many ‘what-if sdesafor the global FINCO when
they requested Divisional HO for more KPIs and moe&able reports. As an
example, Richard Thames (from Divisional HO) asgutiee Group CEO that the
NCOR (net core operating ratio) shown in the baapbrts he received was directly
printed from the FAIS database and not calculatadually. Thus Group Finance had
better confidence in board decisions made, anathmitended consequence of data-

input time-compression.
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As described in Emsley (2005), the FINCO accoustdrdd a similar dual role
involvement on the effects of accounting innovatiorbecause the FINCO
accountants performance of their functional rotetle a change in their business unit
roles — as a direct effect of adopting the accaognitnnovation. This happened when
they no longer reported to Divisional HO and becasgponal centres instead. The
consequences of the time-compression of data tioltealso included expanding the
capabilities of country accountants and Divisiod& to the point that they provided
Group Finance with additional flexibility and imp@d KPI/metrics. Group Finance
in turn improved organisation performance at a gldbvel with better and more

reliable decision-making tools.

The second finding showed that technology-basedustimg innovation can lead to

unintended consequences in terms of changing stiegicentre-periphery relations

(empowerment) and creation of new centre-periph@igtions (regionalisation).

Divisional HO, through its role as centre of caltidn, exercised a stronger control
over multiple remote operations and remote operataxcepted this and considered it
as a necessary consequence for the smooth flonfaimation. There was evidence
of the emergence of forms from other networks iimgtacted on the current network,
such as the effects of regionalisation. Regiontdieawas a program attempted at
global level; however its success was just an enoed consequence of Alex and
Richard’s fact-building process. The success oiregisation was viewed as a part

of the unfolding story of a technology-based actimgnnnovation.

Chapter 5 began the story of FAIS time-compressing previously tedious data-

collection process — using a new innovative teabgyl This story continued onto this
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chapter — as time-compression paved the way foroempnent of the country
operations and that subsequently resulted in re@igation. As a result of time-
compression, the country operations handled notmuse information but different
information that they passed on to Divisional H®wS, with FAIS, Divisional HO
perceived they had betteontrol over the country operation®ivisional HO also
perceived that they performed their obligationsGooup Finance better. Group

Finance also had a similar story unfold.

With the strengthening of the capabilities of tloemtry operations it became possible
for them to take on more responsibilities and dgvahto regional centres. Thus
regionalisation owed its success to FAIS time-caspion as country accountants
created the packs that Group Finance required withssistance from Divisional HO.
As they were turned into self-sufficient regiona@ntres it was possible to cut off
relationships with Alex and Richard’s Divisional H@hus creating a new centre-

periphery landscape.

Thus, the effect of the accounting innovation wasiafolding story that had a major
impact on the entire FINCO accounting function frarountry accountants to
Division HO to Group Finance. There were unintendmhsequences such as
transforming accounting roles in the organisati@mpowering country accountants

and transforming centre-periphery relations with siccess of regionalisation.
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In conclusion, the main findings on the effectstioé innovation at FINCO also
support Latour’s three-part model in defining Actetwork Theory (Latour 1987),
specifically the third part Metrologies (Part Celow is an explanation that shows
how the findings link back to the theory of theeets to the technology based

accounting innovation.

In Part C - Metrologies, Latour explains that witle emergence of the innovation via
action at a distandewards the centrand the stabilisation of the innovation resulting
from the creation ohth degree inscriptions fronmside the centreghere is a search

for universal measuremerntsvards the worldLatour 1987); such as that indicated in
this Chapter’s first finding where accounting waskransformed through enabling of
new inscriptions. These new inscriptions in therf@f new reports and new metrics

provide a way to observe teffectsof the technology based accounting innovation.

Furthermore these effects included unintended cpresees as revealed from this
Chapter’s second finding; as the networks exterelesh further and formed newer
and newer metrological chains (Latour 1987). Baneple, the changes in existing
centre-periphery relations (empowerment) and @eabf new centre-periphery
relations (regionalization) both extended the waoifiéhfluence for the accountant and

consequently defined the technology based accaymtiovation.
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CHAPTER SEVEN

Conclusions

“Pecten maximuanchors” (Callon 1986, p. 12)

7.1 Introduction

Previously, the concept of actor network theory wessented as the more suitable
lens through which to conduct the research casea#t proposed that ANT is the
better theory than Innovation Diffusion becausetlod imperative to explore the
relational and processual nature when studyinguvation adoption with accountants,
accounting information systems (AIS) and the orgatimnal community that they can
be found in. In the previous two chapters, theaesecase of FINCO was analysed,
and the focal actors were followed. It was possiblaace and identify the members
of the FINCO finance community in how they formestworks and transformed in a
way that seems analogous to the four moments dlaaon. In this chapter, the main
findings of the thesis are synthesised and coneépédl in relation to practice and
research. Section 7.2 will discuss the thesis suyraad look back at what was
originally set out to be done. Section 7.3 will st the main conclusions from the
analysis in Chapters 5 and 6. Section 7.4 will descsome important limitations of
this thesis so that the reader can interpret tmelasions properly. Section 7.5 will
offer some possible directions for future reseaand other opportunities that may

exist. Section 7.6 will end this thesis with soeduding remarks.
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7.2 Thesis Summary

In Chapter 1 Thesis Overview, a background forthiesis was established. Then two
core research questions were posed in the invéstigaf the case study within an
ethnographic setting. Also established was theifsignce of the thesis for a
Doctorate of Business Administration (DBA) degredich the thesis aimed to

achieved.

In Chapter 2: Literature Review, the extant literatwas reviewed to establish the
state of existing knowledge. This review establistigat prior literature focused on
measures, metrics and contents in the studies ef ahoption of accounting
innovations by organisations. Consequently, thiofohg gaps were found to exist.
The potential gap in the literature was identiftecbe the need to further investigate
the processesnvolved in the adoption of accounting innovatiams case study such
as the current research. Here it is possible tatiiyean imperative to uncover the
processual and relational nature of technologydbasecounting innovations in
accounting functions, and therefore there is a rieedentify a suitable theoretical

model to describe these relationships.

In Chapter 3 Theory, ANT was identified as the tlygbat can be used as the suitable
lens to study the socially-constructed relationshipthis research case. After looking
at other theoretical models such as Diffusion efolvations (DOI) and based on the
literature gap identified, it was shown that ANTthe more suitable model to describe
how processes and relationships are explainedifispdy using the four moments of

network translation, centres of calculation, argtription devices.
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With the ANT model selected, Chapter 4: Methodolegtablished a suitable way to
collect the research data. It was identified that éthnographic method was suitable
for capturing data when observing accountants amdumting artefacts within the
Finance community of the FINCO organisation, priiigabecause ANT was about
“being faithful to the insights of ethnomethodoldédizaw & Hassard 1999, p. 19).
Ethnography was well suited to collecting and gatieg complex data to be analysed
using ANT. The chapter described some of the instnis used to capture data such
as the open-ended interview schedules. The ethploigraexperiences allowed
collection of data by the main researcher in his &s part of the team that developed
the innovations and engaged the accountants dthien@doption process. Using this
research methodology the empirical data was cedeand analysed in two chapters:

Building the Innovation (Chapter 5) and Effectslod Innovation (Chapter 6).

Chapter 5 focused on the main observations durey uilding process of the
accounting innovation. It followed four main actonsolved in the building of the
FAIS innovation. By following the actors it was gdde to see the translation of the
innovation network from the point of view of theufomoments — problematisation,
interessement/enrolment, and mobilisation. In otatisation, the chapter showed
that the focal actors Alex and Richard created B @Qoosed as a question of whether
the FAIS innovation can improve monthly reportitigdt inter-defined the other main
actors. In interessement and enrolment, the maorsacontinued to accept their roles
and enact them. Their issues and challenges aatesthie transactions that enabled
them to enact the roles defined for them. In mseéilon, the innovation network
stabilises and is adopted by the finance functeowaell as the rest of the organisation.

Chapter 5 concluded by pointing out that the enrezrgef the network was not some
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major event but the summation of small transforaretiof relationship. A matrix of
network transformation showed that each main abtmi small interrelationship

changes before and after the moments of translation

In Chapter 6, the focus was on the effects on tiyaresation of the innovation built
in Chapter 5. Chapter 6 points out the major e$festrengthening of inscriptions,
calculation of new KPIs, emergence of new calcafatientres, and the re-shaping of
centre-periphery relationships. Inscriptions weteergygthened simply because the
innovation improved the processes of reportingstAlex and Richard are able to
control the reporting country accountants muchepdtian before. New KPIs were
created because more information was capturedtbatdatabase. An example of this
is the immediate consolidation achieved as a red@ll countries posting to the same
database without re-keying of data. A new centrecaitulations also emerged
because when the remote operations streamlineddag-entry it was not necessary
to re-enter or re-check the information. Insteasly rcentres of calculation created at
the regional level were possible as there was ne meed for higher level processing
for data accuracy. Along with the new centres ofcudation there was also a
reshaping of the centre-periphery relationshipstipRery countries reported to

different centres once these new centres emerged.

7.3 Contributions to Practice

This thesis can contribute to accounting and mamnage practice in three ways:
C1: By helping to deliver technology-based accoypninnovations
(TBAI) to business areas by indicating how innavatdoption
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progressively occurs and in particular at the niiglation stage
of an ANT network translation where important telaships
are focused, rather than at product completion pyoduct
delivery;

C2: By helping to deliver technology-based accmgninnovations
(TBAI) by understanding the adoption process armdtucial
factors of what makes accountants (and users inergén
accept innovative technologies. Accountants acceavations
in a process of translations and network transfaiiorawhere
adoption is continuous, incremental and precarioliss the
small changes in organisational relationships tmaatter as
they contribute to the network fully transforming.

C3: By helping organisations understand the effedtaccounting
innovation adoption for and within accounting fupas by
observing the emergence and/or strengthening of new
relationships, new functionalities and new flextlas brought

on by accounting innovations.

Figure 7.1 shows how the contributions (C1-C3)tecta the core research questions
(Q1-Q2) and the findings (F1-F5) identified in Cteaps Building of the Innovation
and Chapter 6 Effects of the Innovation. It alsoveh the justification for using
Latour's ANT lenses (L1-L3) from Chapter 3 Theoxy tiew the case study and

thereby locate the findings and contributions theoretical context.
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Core Chapters 5 and 6: Chapter7:
Research Questions Findings Contributions

Figure 7.1 Contributions and Findings addressing te Core Research Questions

F1: Accounting
and IT relationships
are critical and
thereisaneedto
OVEercome
functional silos.

C1:Helping to
deliver TBAI within
accounting functions
by focusingon
important
relationships.

F2: Accounting
functions are not
homogeneousand
total buy-in within
accountingis
required.

L1: Action at a Distance -
Emergence

Ql: How does
technology-based
accounting innowvation
(TBAI) emerge and
stabilise within
accounting functions?

C2: Helping to
deliver TBAI within

accounting functions
by understanding
the adoption
process.

F3:Process of
innovation is not linear
where build and acceptance
isimplied as in DOlor TAM,
butis a process of

translation where adoption
is progressive and
precarious.

L2: Centres of Calculation -
Stabiisation

C3: Helping
understand effects
of TBAI adoption
viaemergence of
new objects.

F4: TBAI has the
potentialto transform
accounting work through
strengthening of existing
inscriptions and enabling
new inscriptions.

Q2: What effects

does TBAI have for
and within
accounting

functions?

F5:TBAI can lead to
unintended consequencesin
terms of changing of existing
centre-periphery relations
(empowerment) and creation
of new centre-periphery
relations (regionalization).

L3: Metrologies-
Effects

These contributions

These findings provided
reflected the findings of

Thesis aimed to
answer these answers to the research
guestions. questions. Chapters 5 and 6.
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The three contributions are discussed in detadvwddy describing their implications,
how these implications differ to the extant litewat how they reflect the empirical

findings and how they relate to the core reseaudstpns.

7.3.1 Helping Organisations Deliver Technology-Bake

Accounting Innovations: Relationship Focus

This research study found in FINCO that IT had ac@ relationship with

accounting, not just in building FAIS and in thdightion to deliver projects to Alex
and Richard but in playing the processual rolegnddfby Alex and Richard. It was
this relationship that was critical in deliveringIS to the accounting function and its

subsequent adoption by accountants.

These findings differ from the extant literaturetlas literature generally showed that
ERPs resulted in adoption that consequently haedr-aftects or impacts to the
organisation (Jazayeri & Scapens 2008; Kallunkitihen & Silvola 2011; Teittinen,
Pellinen & Jarvenpaa 2012; Wagner, Moll & NewellL2D— without focusing on the
much-earlier supply-side processes present dutiegbuilding of the accounting

innovations that ultimately resulted in adoptiondmgountants.

The implication of these findings in practice istttother organisations can leverage
the relationship of IT vis-a-vis accounting to enawnership claims of IT-based
innovations by ensuring (through the processesduhie supply of innovations) that
the supply-side of IT recognises that ownershiptrbetong to accountants if there is
to be successful adoption. This recognition wilbal for example, accounting users
to consider the new system as actually the samespélem, and that it was

accountants who improved it.
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The observations in this researcher’s ethnographoounters with Alex and Richard
suggest how the accounting function succeeded livedi@g innovative technology
products to business areas, by providing insiglat progressive nature of innovation
adoption in particular the mobilisation stage of ANT network translation, rather
than adoption at the point of product completion mnoduct supply. These

observations are further described below.

At FINCO there was a preoccupation with generatimgnthly reports in time for
incorporation in the next higher level of consotida. For years, a solution needed to
be found that would provide the right tools to gsal financial data in a timely
fashion and with the ability to cater in the futuusing the same level of staff, for
additional analysis, new metrics and methodolo@ #eemingly took only as much

time and resources as the current set of work..

Therefore, it can be seen that Alex did not conrstiie problem’ purely in the realm
of financial or accounting systems, as it had di@aar innovative non-accounting IT
aspect. Nor did he consider the IT-based solut®puaely a generic IT project that
ceased at implementation or delivery. In contraghe extant literature of IT project
life cycles Alex’s innovative IT project has cruc@ost-delivery adoption criteria for
success. He did not consider the IT project to draptete until its calculative role
was recognised, proven and adopted. This non-straggproach to the project life
cycle provided a source of criticism for being ummn until after its complete

adoption. The IT project team responded innovafiwsl also considering that the IT
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project also had an accounting consultancy / repoiting aspect as part of a

prolonged post-delivery support phase.

While the organisational aspect of the problem W@sdominant stream at FINCO,
both accounting and IT streams were also repredgataminently. It can be argued
that the dominant organisational aspect is merelgrainant ‘view’ because it is what
Group Finance sees. Indeed, from a longer-termt pbiview, the dominant stream is
the opportunity to create new metrics in the futanel the newly acquired ability to

deliver these in a timely fashion.

To summarise, the following are first two findinigem the empirical research:
F1: Accounting and IT relationships are criticaldthere is a need
to overcome functional silos.
F2: Accounting functions are not homogeneous antdl tbuy-in
within accounting is required when delivering teclugy-
based accounting innovations.
These two findings suggest a possible course aract management and accounting
practice to help deliver technology-based accogntimovations — to focus attention
on important relationships such as accounting ahdpéartnerships (during the
mobilisation stage in the ANT network translaticemd on how opportunities to
engender these might be developed where IT provig@asentation for accountants
in the IT gate-keeping infrastructure, and accoutstprovided similar representation
to render IT complications invisible within the acating function. Furthermore,
these two findings provide some answers to thé fé@search question of how TBAI

emerge and stabilise within accounting functions.
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7.3.2 Helping Organisations Deliver Technology-Bake

Accounting Innovations: Process Focus

This research study also found that accountantsharehomogeneous. Within the
accounting function at FINCO the accounting groppeared to be heterogeneous,
geographically diverse, and consisted of three ggolps: Country Accountants,
Divisional HO Accountants and Group Accountantsheveing that accountants at
different levels in the organisation have differaagendas. They have different
agendas that may or may not conflict with each rothelifferent points in time. It is
the mediation in these inter-relationships thamately shapes the network. Multiple
accounting groups in FINCO also provided the emrment for the emergence of a
centre-periphery and thus showed the richness Gitiors between multiple
peripheries and a centre of calculatiather than a single homogeneous group that

hid any internal processes.

These findings differ from the extant literaturs,the literature generally showed that
accountants acted as one because most case stefigzsed only the results of
adoption of innovations. However, when supply-gp@espective is utilised (Emsley
2005) to view the processes that led to adoptioen imultiple heterogeneous actors

are revealed to be mediating a network.

The implication of these findings in practice isittother organisations can use them
to build more robust networks of accounting innavad built and adopted by all
members of the accounting community. By recognisimgltiple actors with

potentially different agendas, mediation and negjon can be used to minimise
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delays and the chances of failures. This recognitbd differentiation will usher

cooperation and synergy that could reduce costisdur

Chapter Five described the emergence of the AlBviation that formed the centre of
the network and what objects (actors and actantgjenup the periphery and why
(and how) these objects came together or became thwna are. On analysis of the
ethnographic setting, the actors and actants, dsaweevices, clearly formed several
heterogeneous groups of interested parties thatefdra centre-periphery relationship

through network translation.

From a community of accountants, operations, thstyrtypewriter, and the need to
‘work smarter’, things led to a tidal wave of adoptof the technologies that allowed
the Sydney Head Office to control, grow and mobilise periphery of the Pacific and
Asian operations from the Australian centre. Theagsheets evolved from simple to
complicated Lotus 1-2-3 macros to the new Excetures and then to big and
complex multi-file spreadsheets. Then finally tee tAIS innovation which is a

spreadsheet-hosted large database that has the ceanpdexity but is simpler to

administer.

Alex initially found himself in the position of pssure from Group Finance to submit
the divisional consolidated performance reporting aonsequently Alex passed on
this pressure to the country operations to delteehim the country results to be
consolidated. This three-way mediation towardsstheility of the network inevitably

concluded with a transformation to a smoother abieirt environment because data

entry (and re-entry) was eliminated between couapgrations and divisional head-
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office. Alex thus transformed a series of trangadiinto a ‘centre of calculation’.
The operations in turn interpreted this as a ‘teoeipression of the monthly period
close’. Group Finance interpreted this as an oppdist for additional metrics now
and in the future. Alex’s objective to comfortalalyntrol the centre of calculation was
practically unnoticed and therefore not resistdae Technological change behind the
value-chain was interpreted differently by thoseovslipplied Alex with information
and those who consumed Alex’s reports. The calisttoduce technological changes
can mean many things to different parts of the msgdions; thus knowing their

behaviour is crucial to the success of the adopifdhese innovations.

Alex achieved centre-periphery control by transfiogna ‘centre’ problem into a
‘periphery’ problem and solving this by aggregathng area of control into a bigger
area of control by including an area that is usu#iie domain of the country
operations. He transformed a small problem intoiggdy ‘macro problem’, and
consequently solved the bigger problem using theovative technology of
backwardly integrating the data-entry process. [Mstrate, while Alex found it
difficult to submit on time to Group Finance, theuatry operations also found it
difficult to submit to Alex. When Alex proposed te-design the submission process
asidentical templatessupplied and maintained from the Head Office, fliet in by
the operations then emailed to Alex, he strengtthéhe inscriptions of the country
operations. This simultaneously expanded his cbotrer the country operations, and
also allowed for a more direct and visible rolethg country operations within the
reporting framework. They now have to ensure thaytuse only Alex’s templates
and must continually conform to any changes intceduin the template. Whereas

before the operations, they prepared their summesylts based on how close they
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reflected their current country operations with yord prescriptive control that
conformed to a common standard, now it was basadtlgxon how Alex defined the
results format as found in the templates. Ther®misoom for deviation because of the
presence of an IT-based technology that needscepaand validate the data directly
from the template. At the same time the countrypantants can be more assured that

what they have filled in goes directly to senionragement.

On one hand, it sounds very restrictive for thentguoperations as it does not seem
to allow for individual differences due to the lbceountry management and
accounting practices as well as local regulatogpirements. However, this is simply
the definition of the ‘macro problem’ that Alex hadeated, with himself as part of
the ‘macro solution’. The other parts of the masaution included the country
operations’ finance community and the innovativecdunting Information System
(AIS) as the technological solution. Together, ¢hppwerful forces cooperated to act

as one to solve the problem at hand.

Similarly, if the innovative AIS system is introded by Alex without the support and
full adoption of the country operations, implyingat there is only a two-way
relationship between Alex and the AIS innovatidmert it would not be possible to
eliminate the data entry re-processing as the cpuwperations would still submit
individual/ un-validated results to be re-enterad galidated by Alex at Head Office.
Each element, human and non-human, has symmetgeamons for why they
cooperated. Each has an advantage they expedt ito jgaing the cooperative. Thus
a symmetric treatment of both human and non-hurtements provides this research

with a powerful lens to study accountants in thgaoisations facing technological
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changes that is simultaneously as ‘technical’ as fsocial’, as if they face other

accountants in the organisation.

Alex Burke and Richard Thames instigated a netwbaék transformed itself through
a journey of translation covering four moments ebpematisationinteressement,

enrolment and mobilisation. The centre of calcolatallowed them to exercise
control (acting at a distance) over the country rapens by implementing an

innovation project that made it easy for countrgcamtants to complete their monthly
processing. The benefits offered by the FAIS intiovamade it easy to enrol and
mobilise the remotely-located country operationgjufe 7.2 shows the centre of
calculation operated as an iterative process déaduohg and improving accounting
information, beginning from the branch results siited by the operations up to the

same results being consolidated at group level.
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Figure 7.2 Country Accountants Periphery Empoweredy Calculation Centre
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It can be seen that Alex is able to mobilise theraponal accountants to his cause in
adopting an innovative calculation process Althoutfife calculation regime
introduced benefits to the individuals, it is ndtese benefits that facilitated
interessement, but the relationships between tt@sacThe calculations themselves
did prevail as facts for the operational accoumstaahd Alex rendered these
calculations onto Group Finance but ultimately tbalculation facilitated the

organisational change as a consequence.

To summarise, the following is the third findingrn the empirical research:
F3: The process of innovation is not linear whereild and
acceptance is implied as in DOI or TAM, but is aqass of

translation where adoption is progressive and premzs.

This finding suggests a possible course of actormanagement and accounting
practice to help deliver technology-based accogntinovations — to understand and
act accordingly that the process of adoption adinear, but instead continuous and
incremental. Thus, this finding also provides soamswers to the first research

guestion of how TBAI emerge and stabilise withio@mting functions.

7.3.3 Helping Organisations Understand Effects of

Technology-Based Accounting Innovation Adoption

This research study also found in FINCO that swsfaésaccounting innovations
provided much-needed flexibility and strength foe tentire accounting community
by providing better controls and providing a casalyor organisational change
through regionalisation. The success of the ac@ogiminovation had the unintended

consequence of ushering organisational change ghrdbe strengthening of the
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centre-periphery. Regionalisation succeeded bectigseountry accountants in the
periphery became strong enough to withstand ampttéo reshape the relationship

and create a regionalised centre-periphery.

These findings differ from the extant literaturetlas literature generally shows results
only after achieving stability in the centre-peeph (How & Alawattage 2012)
providing a descriptive perspective rather tharresqriptive tool for organisational
change. Although the literature provided studieat tball for networks that are
continuously evolving (Vasarhelyi & Alles 2008) etfindings in FINCO indicate that
this continuity is enacted through unintended cqueaces from the adoption and use

of the innovations.

The findings of this study on the benefits of acdmg innovations to the accounting
function concur with the findings of Kanellou anghashis (2013) in regards to
improved data collection, time-compression of mbntberiod close, flexibility for

new reporting, improved accounting controls, anduotion of personnel in the
accounting function. The difference with the fingknof Kanellou and Spathis (2013)
lie in the approach to identifying what preciselgused the benefits. This study
examined directly the processes that happened igatitye building of the accounting
innovation; whereas Kanellou and Spathis identifib@ benefits based on the
accountant’s perceived impact after adoption. Bhugly thus presents an additional
perspective for organisations in validating andarathnding the effects of accounting

innovation adoption.
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The implication of these findings in practice iatlother organisations can use this to
increase confidence to continue to implement o#eEounting innovations and that
they may have unintended consequences that couldfibether projects in the
organisation. Success in the adoption of accounitmgpvations empowers the

organisation with a tool for organisational chasgeh as regionalisation.

During the four moments of translation a durabléwoek emerged and FINCO
Divisional Finance function found itself in a stgpposition of control where they and
all the actors had achieved their objectives. fiassible to describe the implications

of certain observations made on the actors that vatlowed closely.

At FINCO, Alex was able to convince members of diseounting community about
his accounting reporting regime. Those who weradeonvinced also completely
accepted their roles and yet Alex’s accounting repg regime eventually led to the
formation of regional centres that were not in ¢asitrol. It may be unfortunate for
Alex as consequently he was dislodged in his jdé; fout it could be argued that this
can be better explained in terms of ‘network stgbitather than a form of hijacking,

as typical of the quandary of a fact-builder whooéhothers but is unable to control

their behaviour causing the techno-science todrestormed beyond recognition.

Although Alex was able to enrol the Head of FINCQl &xecutive management to
his claims he was unable to completely mobilises¢hallies in heading off the
emergence of the regional centres. Other forceshé organisation — external
competition, cost cutting measures and reorganisait- had major influences on the

calculation regime. Alex attempted to expand histreeof calculation but the socio-
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technical network foundation on which it stands Imad fully stabilised. Thus this
concept of ‘network stability’ underneath a cal¢wa regime offers an insightful lens
to investigate accounting and the adoption of imtiee accounting information

systems.

Finally, Group Finance’s main purpose of reportiogganisational performance
played a role in the organisational change regulfiom the adoption of AIS
innovations. Although the consequences of the finddlivery of metrics and the
creation of new measures were part of the objestofeperformance reporting, the
socio-technical behaviours observed towards theptamo of the new calculation
process suggest support for the growing intereshaon-traditional performance
reporting with its unique metrics and methods a#i a® questioning the traditional

balance sheet based on historical cost.

To summarise, the following are the fourth andhfifindings from the empirical
research:

F4: Technology-based accounting innovations haeepibtential to
transform accounting work through the strengthening
existing inscriptions and the enabling of new ifsoons.

F5: Technology-based accounting innovations leaduntended
consequences in terms of changing of existing eguériphery
relations (empowerment) and creation of new cep&ephery
relations (regionalisation).

These two findings suggest a possible course aract management and accounting

practice to help understand the effects of TBAI @am — to watch out for the
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emergence of new objects that will have unintermedequences in the organisation.
Thus, these two findings provide some answers ¢ostttond research question of

what effects TBAI has for and within accounting ¢tians.

7.4 Contributions to Theory

The contributions of this thesis can be stated haotetical abstract terms by
reviewing the findings and restating them in thanfework of Latour’'s three-part

model of defining Actor Network Theory.

As described in Chapter 5, the findings from thédmg of the innovation at FINCO
support Latour’s three-part model of defining Actdetwork Theory. Specifically,
findings F1 and F2 reveal how Action at a Dista(feart A) is enacted as functional
silos are overcome and as knowledge is accumulakesh total buy-in is achieved.
Consequently, when organisations focus on the itapbrrelationships to deliver
TBAI within accounting functions, they are enactagion at a distance causing actor

networks to emerge.

Similarly, findings F3 reveal how Centres of Caltidns (Part B) are enacted when
knowledge is collected and processed in a progresand precarious manner.
Consequently, when organisations focus on undetistgrthe processes involved in
delivering TBAI within accounting functions, such the formation of allies through

common interests - they are creating centres autations ensuring that the actor

networks are stabilised.
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Finally, Chapter 6 explained that the findings fraine effects of the innovation at
FINCO also support Latour’s three-part model spealify Part C Metrologies, where
findings F4 and F5 showed thath order inscriptions - such as the new reports and
metrics generated - enabled the creation of mejicdd chains. Consequently, when
organisations understand the effects of the emeegehnew objects on the adoption
of TBAI, they are extending the actor networks eftgther and revealing its ultimate

effect.

Based on these theoretical descriptions of theribaitons of this thesis, it can be
argued now that Actor Network Theory can aieounderstood within the context of
organisations delivering TBAI within accounting fiuions and based on this new

understanding there are important implicationsafmrountants and organisations.
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7.5 Limitations of the Thesis and Directions for Fture

Research

The findings and conclusions of this research rsome important limitations that
need to be considered when interpreting these tseslihree of them are detailed

below.

Firstly, although the research focused on accotmitéme accounting community, and
the artefacts and systems that affected or weeeteff by these actors, many of these
actors also have memberships in other networkswbeg not followed or studied as
thoroughly by the research. An example is the sesdgountant in New Caledonia,
who also holds the position of HR Manager. She Iiggked this role when she
explained that the problems of the previous BRERSWO0 bad that the staff actually
approached her as a HR Manager and not as the atgefintant, to complain how
difficult it was to use. The research did not fulbllow the journey of this actor in
terms of her role as HR Manager to other accoustantthe branch. ANT only
assumes the net effect of relationships with ottwtors and actants. The risk in this
situation may be that the net result may be cotintaitive if it was based on those

other non-accounting relationships that were nosictered.

Secondly, the researcher’'s role as a participaserer necessarily limited the
capture of data to only those within the involvemen the artefacts that were
available to him and to those that he observedoandterviewed. Important events
may have happened, in extremes behind the scam$ieais only able to experience
and record the net effect of these events. Thege saying accountants remember

when having problems with reconciling debits anetlds. If they balance to zero then
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everything is fine. But if there is a discrepanéy, it is hard to know whether there
is a missing $1,000,001.00 debit and a missingGR1JD0.00 somewhere else. This

risk is again mitigated with ANT able to take thet nesult in consideration.

Thirdly, even though this was longitudinal researtimay be possible to see different
results if the study were to be extended even éaritiito the future. The networks are
constantly transforming for as long as the comnyustitl exists. Therefore it must be
kept in mind that the findings and conclusions dooé revisited, if there are major

external influences to the organisation in future.

Notwithstanding the limitations of this thesis, rthecould be several avenues of

research to be followed in the future. Three obthare detailed below.

Firstly, future research could be undertaken ableowv accountants genuinely
consider IT-based innovations as something of tid’ ‘before they are taken as
something new and useful. Many actors were followedheir different journeys —
thus it has been quite intriguing to see that maspondents gave this common point
of view. It may very well have something to do withhe nature of accounting
processes and principles. It would be good to uakerresearch to confirm this or

identify another possible interpretation of theevgnt network translation.

Secondly, future research could be undertaken dasovo organisations’ centre of
calculations could improve in exerting their inflee over off-shore or physically
remote locations through ‘action at a distanceankta practice perspective this issue

becomes increasingly important as firms implemesgianal or global financial
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offices managing geographically dispersed and rllfjudiverse teams. This further
research could focus on the use of technology ascmounting device for the
successful influencing of remote operations awamfrthe centre of accounting

excellence in iterative processes.

Finally, future research could be undertaken abautverlap between technology and
accounting. When developing IT-based projects & I@en suggested that that social
networks be accounted for as a measure within dftevare development life-cycle
(SLDC) process. This overlap could be investigdiedn the IT view point as a
positive tool for ensuring successful outcomes Ifbrdevelopers. In particular,
additional research could be undertaken to vernifgt @alidate the counter-intuitive
result that the adoption of technology-based intiomaappears not linked to the
completion of a technology product (FAIS) and isadrtion into the IT ecosystem,

but to the crucial events that happen during mediilon.
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APPENDIX

A.1 Additional List of Organisational Artefacts

The list below shows the examples of actors/actamtsuntered in this case study.

Actor

IT Management

CMMI Process Improvement
Centralised IT vs. Regionalised IT
Regionalisation — Asia, Pacific, Aust.
IT Infrastructure

Global IT Communications Network
Rejected IT Innovations

Other IT Developers

FAIS developer

Regional Managers

Other Regions — US, UK, Americas
Other IT Projects

Regional Accountants

Other Regions — US, UK, America
FAIS Accountants

FAIS — Reporting Software
Country Accountants

Global Insurance Industry

Richard Thames, GM Finance
BREPS Financial Reports

Board Reporting/ Market Reporting
Australian Insurance Industry

Alex Burke, Finance Manager
Organisation Culture

“The FINCO Way” of doing things
Mike Paterson, CFO Australasia
Pre-2003 9/11 share price $14.90
Present Share price $62.

Group / Senior Management
FINCO Board

Sharemarket
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Artefact Type

Collectivity of humans
Graphical representatio
Technical farte
Graphicghresentation

Technical artefact
Technical artgfa
AIS Innovations
Humans

Humans
Humans
Collectivityrofmans

Technical artefact
Humans
Graphical repnéstgon

Humans
AIS innovation
Humans
Graphical represeotiati
Human
AIS innovation
AIS innovation
Graphical Represtem
Human

Graphical Representation

Texts
Human

Graphical Reptason

Graphical representatio

Collectivity of humans
Collectivity of humans
Graphical representation



A.2 Questionnaires

The patterns of innovation described in this thesis from the researcher’s initial
observation and knowledge of FINCO from his roléhesLead Developer of the FIS
Development project. However, observations repitesaty one actor’'s viewpoint.
Other instruments such as texts, graphics, docwnesrhails and software, are
available. These artefacts can be inspected toigegasvidence of the existence of
networks, and whether the networks resemble therigésns in this chapter.
Evidence can also be collected first-hand from #wtors themselves, through
interviews that could, themselves, be a form ofiipsion that is related to the
translation to which the actor/interviewee belongse focal actors, for example, will
constantly reinforce their control, and to documtiig is to express their perceptions
that they have existing control of the network. 5w survey would call for a
questionnaire that indirectly asks for evidencepsufing the networks. With several
kinds of networks envisioned, different questiorsyrbe relevant only to a specific

network or network actors.

Two sets of questions were used in order to catethfe different actors and their
roles relative to the AIS innovation: one for thatiators/creators of the AIS
innovation, and one for those who will use it. Tiret group (creators/developers)
consist of actors who mainly act upon the AIS irst@mn (an inscription device), and
the second group comprises actors upon whom theidi8vation primarily acts.
Those actors who are early adopters/testers haalealas as users and developers, so

they were asked to respond to both questionnaires.
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Two sets of survey guestionnaires

GROUP 1 GROUP 2
Questionnaire Questionnaire
Includes targeted Includes targeted
questions looking for guestions looking for
evidence of how evidence of how AIS
innovators/ AlS Innovation affects
developers affect q Innovation # users and organisation
AIS Innovation

Two sets of questions were devised for the accogntunction. The first was
designed for the innovator and early adopter grotdppse actors who
created/promoted the BREPS reports and invitedothgect to improve the system.
The second set was for the end-users of the inimovathose who utilise the AIS
innovation in the course of their jobs. Listed belare the questions used in the

survey.
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A.2.1 Interview Questionnaire for USERS

INTRODUCTION:

This survey is a semi-structured interview regagdime AIS innovations that you are in the
process of adopting. Some examples in FINCO thatbeaviewed as AIS innovations are:
new general ledgers, BREPS Reporting, and FIS mpheation of BREPS, Group
Consolidation Processes, new insurance systenmeyasubsidiary ledgers) and others.

PART 1: Background and Perspectives

1. Describe yourself and your role relative to therenr AIS innovation. What skills and
experience do you think you have that will be ral@vto successful adoption of an AIS
innovation and the eventual realisation of benédithe organisation?

2. What are your views on the organisation’s needs dinections regarding FINCO'’s
Financial and Management Reporting (e.g. BREPSangrother AlS innovation? What
do you think are the goals of innovative AIS? Waiat the issues that you see in achieving
the full potential of BREPS Financial and Manageteporting for the organisation?

PART 2: AIS Innovation Projects and Diffusion Process

3. Describe the history and background of the AIS vations you are involved with. What
were the circumstances that got you personallylu@bin the innovation project? What
do you think are the elements (e.g. people, tqmiscesses, organisation attributes, etc.)
that are important in the development and subseamption of that AIS innovation?

4. What other innovative accounting, reporting, finahcor information systems are you
currently aware of? What other parts of the orgtios are involved in these other
projects.

5. How do these other projects/ systems relate teuhent AIS you are involved in?

6. What do you think is the current level of accepgritany, of all innovation projects by
end users and management? What is the level optacem that you see in the future? Can
you mention any anecdotes/quotes that would chenaetthe adoption or non-adoption of
other AIS innovations in the organisation?

PART 3: Role of Innovators, Adopters, Adoption Proess and the Broader Organisation

7. As a user and potential adopter, what do you thitlkmake yourself and others adopt the
innovation? What do you have to gain personalhé AlS innovation is adopted? What
would you or the organisation lose, if it were adbpted?

8. What do you think are the impacts to other orgdiusal elements (people, systems,
processes, culture) from the adoption or non-adogif the AIS innovation? What are the
issues you see as a potential adopter?

9. What actions/interventions do you think can be skedito increase acceptance of these
innovative projects? Are there external influentleat are increasing/ decreasing the
adoption of your AIS project?

10.Where do you see the organisation in the futuregards adopting innovative changes in
financial and management reporting?

Additional Question for Testers/Users
11. Do you see yourself more of an “innovator*end-user” of the product? Why? Which
do you feel is more important?

THANK YOU FOR YOUR TIME!
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A.2.2 Interview Questionnaire for INNOVATORS

INTRODUCTION:

This survey is a semi-structured interview regagdime AIS innovations that you are in the
process of adopting. Some examples in FINCO thatbeaviewed as AIS innovations are:
new general ledgers, BREPS Reporting, and FIS mpheation of BREPS, Group
Consolidation Processes, new insurance systenmeyasubsidiary ledgers) and others.

PART 1: Background and Perspectives

1.
2.

3.

Describe yourself and your role relative to therent AIS innovation.

What skills and experience do you think you havat thill help or will be relevant to
development of an AlS innovation and the work regghiensuring its adoption.

What are your views on the organisation’s needs @inections regarding FINCO'’s
Financial and Management Reporting (e.g. BREPSangrother AIS innovation? What
do you think are the goals of innovative AIS? Wiaa¢ the issues that you see in
achieving the full potential of BREPS Financial akthnagement reporting for the
organisation?

PART 2: AIS Innovation Projects and Diffusion Process

4,

No

Describe the history and background of the AIS vations you are involved with. What
were the circumstances that got you personallylrebin the innovation project? What
do you think are the elements (e.g. people, tgoiscesses, organisation attributes, etc.)
that are important in the development and subseamption of that AIS innovation?
What other innovative accounting, reporting, finahcor information systems are you
currently aware of? What other parts of the orgdiue are involved in these other
projects.

How do these other projects/ systems relate touhent AIS you are involved in?

What do you think is the current level of accepgritany, of all innovation projects by
end users and management? What is the level optarw® that you see in the future?
Can you mention any anecdotes/quotes that wouldacteise the adoption or non-
adoption of other AIS innovations in the organisa®

PART 3: Role of Innovators, Adopters, Adoption Proess and the Broader Organisation

8.

10.

11.

As an innovator, what do you think will make othadopt your innovation? What do you
have to gain personally if your AIS innovation idogted? What would you or the
organisation lose, if it were not adopted?

What do you think are the impacts to other orgdisal elements (people, systems,
processes, culture) from the adoption or non-adopof the AIS innovation? What are
the issues you see as an innovator?

What actions/interventions do you think can be skedito increase acceptance of these
innovative projects? Are there external influentieast are increasing/ decreasing the
adoption of your AIS project?

Where do you see the organisation in the futuregards adopting innovative changes in
financial and management reporting?

THANK YOU FOR YOUR TIME!
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A.2.3 Pre-Survey Instrument

A pre-survey instrument was created and discussibdive Australasia Finance
Manager (Alex Burke). The discussion was analysdtetp generate a preliminary
interview approach and prepare the final instrunf@nthe rest of the respondents.

Interview Questionnaire

1.

9.

What is your name? What is your title/role in thgamisation? What is your
background?

. What are your views on the organisation’s valugets regarding financial and

management reporting?

What are the issues that you see, that prevetitiihgotential of financial and
management reporting for the organisation?

What new projects are you aware of, that impromarfcial and management
reporting? Which ones are you involved in?

At what stage of completion are these projectsowards improving financial and
management reporting?

What is the current level of acceptance, if anytheke projects by end users and
management? What is the level of acceptance thasge in the future?

What role do you play in the adoption of these get§? What role do you see
others in your organisation, play in the adoptibthese projects? (Choose from
the following what best describes a role: innokatdopter, change agent, late
adopter, early adopter, or others as you see fit.)

What actions/interventions have you observed tleewsed to increase
acceptance of these innovative projects?

What suggestions do you have to best increase tarwepof innovative projects?

10.Where do you see the organisation in the futuregards adopting innovative

changes in financial and management reporting?

THANK YOU FOR YOUR TIME!
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A.3 Interview Schedule
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Function Title Location Type
Group Consolidation
Financial Controller 1 — HO Sydney Formal
Financial Controller 2 — HO Sydney Formal
Management Accountant 1 Sydney Formal
CFO1 Sydney Informal
Accountant 1 Sydney Informal
Financial Controller 3 Sydney Informal
Divisional Consolidation
Accountant 2 Sydney Formal
Asia Regional
Financial Controller — Asia (Singapore) Formal
Management Accountant 2 Sydney Formal
Accountant 3 Sydney Formal
GM - Pacific Sydney Formal
Financial Controller — Pacific Sydney Formal
Finance Manager — Asia-Pacific Sydney Formal
CFO 2 Sydney Informal
Asia Regional
Divisional GM (Singapore) Informal
CFO 3 Sydney Informal
Country Operations
Chief Accountant — Vanuatu Vanuatu Formal
GM — New Zealand NZ Formal
Financial Controller —
Singapore Singapore Formal
Chief Accountant — New
Caledonia New Caledonia Formal
Accountant 4 Singapore Informal
Accountant 5 Singapore Informal
IT Department
IT Manager — Sydney Sydney Formal
IT Manager — NZ NZ Formal
ClO Sydney Formal
IT Manager 1 Sydney Informal
IT Manager 2 Sydney Informal
IT Manager 3 Sydney Informal
IT Developer Sydney Informal
IT Manager 4 Sydney Informal



A.4 Final Ethics Approval Letter

-5

M
MACQUARIE

UMIVERRITY = BYDHEY

Mr Antonio Elinon
68 Darcey Road
Castle Hill NSW 2154

6 June 2006
Dear Mr Elinon
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