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In international interventions that encompass peacekeeping, democratic transition, and institution building, one
organization cannot do it all. In Kosovo several organizations—the United Nations (UN), nongovernmental
organizations (NGOs), the Organization for Security and Cooperation in Europe (OSCE), the militaries (KFOR), and
an international police force—formed a temporary network organization, the United Nations Mission in Kosovo
(UNMIK), in which they worked together cooperatively at every level to pursue the goals of the mission. This
research, based on ªeldwork in Kosovo with all the organizations in UNMIK, investigates how well the use of
information and communications technologies (ICTs) reºected the organizational structure and design of the
mission. What does this experience tell us about the use of ICTs in an interorganizational setting? What does it tell
us about information transfer and knowledge sharing in a temporary network organization that comprises
organizations of diverse structure and culture? The information and communication infrastructure of UNMIK is
examined to discover how well it met the organizational requirements of both the participating hierarchies in the
mission and the emerging network organization. The question in Kosovo was whether the introduction and use of
new technologies helped the organizations move from a hierarchical structure and culture to a more collaborative
one.

In 1999, the United Nations (UN) established an in-
terim international administration in Kosovo (for-
merly part of Yugoslavia, now part of Serbia),
following the end of North Atlantic Treaty Organiza-
tion (NATO) air bombings and the withdrawal of the
then-Yugoslav forces. The Security Council vested in
the UN administration unprecedented authority over
the territory and people of Kosovo, including all leg-
islative, executive, and judiciary powers. Under the
umbrella of the UN, the European Union (EU), the
Organization for Security and Cooperation in Europe
(OSCE), NATO (as Kosovo Protection Force [KFOR]),
and the UN along with the people of Kosovo em-
barked on a mission to create a functioning, demo-
cratic society with substantial autonomy within the
Former Republic of Yugoslavia or, since April 2002,
Serbia. In each of the 29 municipalities of Kosovo,
the turbulent environment, the temporary nature of
the mission, and the goals of the mission required

all of the international organizations to work to-
gether with the local community to maintain the
peace and build sustainable democratic institutions.

The mission was divided into four main compo-
nents, each led by a different organization. First, a
civil administration component, led by the UN, was
created to handle public administration and civil af-
fairs (in particular, to revive health, education, and
other public services). Second, an institution-building
component, led by the OSCE, assumed the tasks of
promoting democratization and institution building,
elections, and human rights. Third, there was a law-
and-order component led by the police and covering
judicial affairs. In the immediate aftermath of the
conºict, the police were under Pillar II. This pillar
was the humanitarian component, led by the UN
High Commissioner for Refugees, and it took re-
sponsibility for humanitarian assistance. Fourth, a re-
construction component, led by the EU, was put in
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charge of the reconstruction of key infrastructure
and other economic and social systems, including
the development of a market-based economy; the
coordination of international ªnancial assistance;
and the resolution of trade, currency, and banking
matters. A variety of NATO and afªliated militaries
provided the security component as KFOR. In addi-
tion, each of the international organizations worked
with local Kosovar counterparts—the local munici-
pal administrations and government structure, local
police, local nongovernmental organizations (NGOs),
and local state-owned companies. (See Table 1 for a
guide to acronyms used by organizations in the in-
ternational intervention in Kosovo.)

In international interventions, organizations with
distinctive organizational structures and cultures,
with very different forms of authority structures and
standard operating procedures, need each other in
unprecedented ways and to an unprecedented ex-
tent. On the one hand, one hierarchical organization
cannot do it all. On the other, the transaction costs
of these organizations getting together to solve only
minute crises are too high. The unique challenges of
such interventions can only be met by a network or-
ganization as each of the organizations has unique
resources and capabilities that the others cannot du-
plicate. I contend that hierarchical (vertical) proce-
dures and organizations’ capacity to work
independently—behind walls—are being supple-
mented if not replaced by horizontal structures that
are crucially facilitated by formal and informal link-
ages and networks—webs—among the organiza-
tions. In short, the United Nations Mission in Kosovo
(UNMIK) is an example of nonproªt organizations
coming together to form a temporary network orga-
nization (Powell 1990; Nohria and Eccles 1992;
Arquilla and Ronfeldt 2001).

Information technology is a critical enabler in the
existence of a network organization. Once this en-
abling factor is there, a network organization can al-
locate resources more efªciently, performance is
improved, and the goals of a multidimensional mis-
sion are attainable. Information-adaptive organiza-
tions tend to succeed in ºuid environments such as
that of postconºict reconstruction; more traditional
bureaucratic organizations tend to respond less cre-
atively and more slowly, which threatens the success
of the overall mission. But network organizations
are more than electronic networks, and technology
only provides certain “affordances” (Bockowski

2001) that will not be realized without an
organizational structure and an institutional culture
appropriate to the temporary network organiza-
tional form. Actors participating in a temporary net-
work organization need to deal with more than the
information and communication technologies that
bind them together. I contend that information and
communications technologies (ICTs) do play an im-
portant role in network organizations, but what
shape their role takes is an emergent (Fulk and
DeSanctis 1995) phenomenon. Organizational de-
sign and ICTs are evolving together and inºuencing
each other, with consequences for mission success.
If we understand what facilitates and inhibits effec-
tive use of ICTs, that understanding can contribute
to our understanding of what makes for a success-
ful network organization in the context of an inter-
national intervention.

My research contributes to the literature and
knowledge in three ways. First, research has focused
on the rise of networks in businesses and industries
or in social movements, but not in the nonproªt
sector involving traditional hierarchies such as the
military and the UN agencies. Second, research on
the role of ICTs has been primarily conducted in lab-
oratory settings or within one organization, with lit-
tle empirical research on how a network
organization comprising diverse organizations and
with an electronic network actually works. Third,
there is little documentation of organizational be-
havior and the use of ICTs in interventions that com-
prise institution building as well as security. My
research documents the use of ICTs in a real-world
setting; how the diverse nonproªt organizations
composing UNMIK worked together as a temporary
network organization. This research examines the
role ICTs played in the network organization of in-
ternational hierarchies working in Kosovo between
1999 and 2001.

The goals of the mission in Kosovo are to main-
tain peace between the Serbian and Albanian com-
munities and to work with both to (re)build the
infrastructure and institutions of Kosovo. I contend
that the collective ability of the organizations to at-
tain these goals was determined by the existence of:
interorganizational structures established for this
purpose, the appropriate use of the appropriate in-
formation technology, and an institutional culture
that facilitated their capacity to work cooperatively.
Their ability to work cooperatively was determined
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by (1) the degree to which trust was established be-
tween them, which in turn optimized (2) identiªca-
tion with the mission overall rather than with just
their own organization. It also optimized (3) the
transfer of ªne-grained information and (4) the abil-
ity to jointly solve problems.1 The appropriate use of
the appropriate information and communication
technologies was affected by, and in turn affected,
these four factors and sheds light on the relation-
ship between ICTs and the network organizational
form.

There are three levels in the international mission
in Kosovo: center, regions, and municipalities. The
center is in Pristina, the capital of Kosovo; there are
ªve regions, and within each region are 5 or 6 mu-
nicipalities, for a total of 29 municipalities in
Kosovo. The 2 municipalities in which I conducted
my research, Banshik and Thezren,2 are in the same
region, are comparable demographically and geo-
graphically, and were similarly devastated during the
war. Since the war ended in 1999, the same set of
international actors has been working in both
Banshik and Thezren. Both municipalities have had
the required structures for cooperation in place, that
is, interagency meetings, and were working under
the same mandate or goals. Besides being part of a

network organization at the municipal, regional, or
central level, each organization was part of its own
organization’s hierarchy (see Figure 1). I conducted
800 hours of focused and participant observation of
the day-to-day interorganizational activities and in-
teraction in Banshik and Thezren. Focused observa-
tion was the most effective, as it enabled me to
move freely among different organizations and
among different levels within organizations in my
capacity as researcher. Full participant observation in
one of the organizations would have compromised
my neutrality and restricted my movements. I also
conducted 44 in-depth interviews and 20 minor in-
terviews, and attended 15 key meetings. The fo-
cused observation included observation of each
organization’s use of technologies. Every interview
included questions on the practice or use of the
range of ICTs, their use on and off the job, and atti-
tudes toward technology. I conducted a content
analysis of daily and weekly reports in the UN and
OSCE, and reports from all organizations.

Information ºow and information technology have
always inºuenced the form of an organization, from
the pen and paper, to the telephone and telex, to
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Table 1. Guide to Acronyms Used by Organizations in the International Intervention in
Kosovo

UNMIK United Nations Mission in Kosovo

KFOR Kosovo Protection Force

NATO North Atlantic Treaty Organization

UN Used as shorthand to refer to the United Nations Civil Administration in Kosovo,
which is under the auspices of the United Nations Secretariat in New York

OSCE Organization for Security and Cooperation in Europe

EU European Union

NGO Nongovernmental organization

MA United Nations municipal administrator—most senior person in UNMIK in each
municipality

DMA Deputy municipal administrator

ICT/s Information and communication technology/technologies

CIVPol International Police Force

KPS Kosovo Police Force

1. Adapted from Larson (1992) and Uzzi (1997).
2. The names of people and places have been changed to preserve conªdentiality.
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the PC and internal network, to e-mail and the
Internet. Indeed, formal hierarchies have served the
purpose of coordinating and making more efªcient
the ºow of information in organizations (Simon
[1947] 1976). This was accomplished through a divi-
sion of labor in which functionally specialized units
and unity of command constrain communication
ºows to those deªned by the chain of command
(Galbraith 1973). By limiting communication so that
orders ºow down and information ºows up, organi-
zations became more orderly and efªcient. In hierar-
chies, managers were warned to constrain informal
communication that could undercut managerial con-
trol and disrupt smooth organizational functioning
(e.g., Katz and Kahn 1978). However, norms of not
sharing across hierarchical boundaries resulted in a
limiting of the amount of expertise that ºowed up-
ward and laterally inside organizations.

The role of knowledge and information in net-
work organizations is signiªcantly different:
efªciency in a turbulent environment where network
organizations are most suitable requires free ºow of
communication. This free ºow requires ºatter struc-
tures, an emphasis on expertise not status, and the
facility to allow knowledge to go to where it is
needed. Thus, hierarchical organizations participat-
ing in international interventions that are network
organizations have to grapple with ICTs in two
ways: (1) externally as part of the network organiza-
tion through the use of ICTs by the overarching tem-
porary network organization, and (2) inside their
own organization. To be able to function in an ex-
ternal network organization, the participating hierar-
chy must acquire or develop certain internal
characteristics of a network organization.

The ºexibility and responsiveness of the knowl-
edge-based and network organization is essential in
the turbulent environment of postconºict interven-
tions. Organizations working as part of a temporary
network organization, both in the initial set-up pe-
riod and later with constant rotation of personnel in
and out, have to cultivate an environment that facili-
tates exchange of information and swift learning, as
all the knowledge they need is not available within
their own organization. Research on the develop-
ment of the successful start-up companies stresses
networks as a means for quick access to resources
and know-how that cannot be produced internally
(Larson 1992; Nohria and Eccles 1992).

However, research on strategic knowledge man-
agement has predominantly focused on cognitive
processes within a ªrm’s boundaries (Nonaka and
Takeuchi 1995) but not the processes transcending
them. These processes include creation of knowl-
edge, making tacit knowledge explicit (Nonaka and
Takeuchi 1995), knowledge transfer (Szulanski
1996), and knowledge integration (Grant 1996).
Knowledge sharing is “the transfer of useful know-
how or information across company lines”
(Appleyard 1996:138). This research investigates
knowledge sharing in a turbulent environment
among organizations that have very different struc-
tures and organizational cultures but that share
common goals. In Kosovo, the high turnover of per-
sonnel also required networks as the optimum
means for quick access to resources and know-
how outside their own organization. Just as in the
private sector, where ªrms have had to become
more responsive and ºexible and to focus only on
the part of the supply chain they do best, subcon-
tracting or joining alliances or networks for the
rest, so too have nonproªt organizations had to
realize that one organization cannot do all the
tasks required in increasingly complex situations
such as humanitarian operations. The hierarchies in
Kosovo were struggling to make this change. The
degree of success with which they were adapting
their internal organization had a great impact on
their ability to participate in the network organiza-
tion of UNMIK.

However, how hierarchical organizations intro-
duce technologies and how the organization re-
sponds to them are not predictable. Little is still
known about how technology is actually used in or-
ganizations, and as Bockowski (2001) points out,
technology only “affords” certain potential uses (in-
tentional and unintentional), but it is the institu-
tional setting that determines whether these
affordances are recognized. Although “networked
ªrms are usually conceived of as communication rich
environments, with information ºows blurring tradi-
tional intra-company boundaries” (Rockart and
Short 1991:191), as Nohria and Eccles (1992:289)
point out, “Networked organizations are not the
same as electronic networks nor can they be built
entirely on them.” Working relations in the net-
worked organization are embedded in a social con-
text made of culture, social norms, practices, habits
(Zack and MacKenny 1995); in short, the institution
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of the network organization is critical, and this insti-
tution is itself a hybrid of the network and the hier-
archical institutions, as most networks are in reality a
hybrid of hierarchies and network (Arquilla and
Ronfeldt 2001).

It is clear from work on the impact of technology
on ªrms that the introduction of new technologies
can signiªcantly affect an organization’s internal and
external relations (Orlikowski 1995). Early research in
computer-mediated communications was individual-
istic and technology deterministic, and it assumed a
single person was rationally choosing among media
(Lea et al. 1995). In recent years, there is a shift to-
ward considering how social relationships, organiza-
tional structures, and local norms affect the use of
communication media (Finholt and Sproull 1990;
Orlikowski 1995; Huber 1990; Markus 1990, 1994;
Sproull and Kiesler 1991; Zack and MacKenny
1995). A lot of computer-mediated communications
research is conducted in laboratory settings, where
the use of the Internet by a group of people gath-
ered together in the laboratory setting is observed.
But sociological research also needs to conduct em-
pirical studies of real-life settings, taking into ac-
count the social characteristics of participants, their
positional resources, the interplay between ongoing
online and off-line relationships, and their ongoing
social relationships (Wellman et al. 1996). For in-
stance, laboratory studies of the use of the Internet
and intranet do not capture the important role
played by them in supporting work relationships in
sparsely knit, loosely bounded organizations whose
members switch frequently and routinely among the
people with whom they are working during the day,
as they move between projects or need different re-
sources (Fulk and DeSanctis 1995; Kling and Jewett
1994; Koppel et al. 1988; Wellman et al. 1996).
Kosovo had just such a sparsely knit, loosely
bounded network organization, and this study ex-
plores the role, actual and potential, that ICTs played
in that situation.

Thus, the hierarchies in Kosovo had to contend
with internal changes demanded by: (1) being part
of a temporary network organization and (2) the
changes being wrought by ICTs. Both demanded a
shift in thinking about organizational structure, in-
formation exchange, and knowledge management.
This research documents the impact of ICTs on the
diverse organizations working as a temporary net-
work organization in a situation where the goals are
peacekeeping and institution building.

The Physical Network
As several analyses of network organizations in the
business sector demonstrate, permeable boundaries
are intrinsic to a network organization both within
the organizations participating in the network orga-
nization and between the organizations composing
a network organization (Applegate et al. 1988;
Jarvenpaa and Ives 1994). Management is less hier-
archical, deriving its authority from expertise rather
than rank. This comes from network output, or
achievement of its goals, which demands a high de-
gree of intangible, local, or specialized knowledge.
Communications need to be direct, whereas multi-
ple weak ties enable early knowledge of emerging
problems. All of this requires a physical information
and communications network as point-to-point
communication integrates borders between groups.
This is necessary within the constituent hierarchies
also, as to be part of a network, an organization
must itself be networked. When computer networks
link people as well as machines, they become social
networks or a computer-supported social network
(Wellman et al. 1996).

The use of ICTs and the network organizational
design were coming together in parts of the net-
work but had yet to incorporate the full network or-
ganization. I found that the design of ICTs did not
closely correspond to the organizational design of
the network organization of UNMIK—the four pil-
lars and KFOR (see Figure 2). The UN civil adminis-
tration, the international police, and the EU shared
communication resources and thus had a common
or shared communication space. However, OSCE,
the NGOs, and KFOR all had their own separate ICT
infrastructure, and the ICTs of the local police (KPS)
and the local municipal administration were mini-
mal: a basic radio network among the police and
the (practically nonexistent) local telephone system
in the municipal administration.

The UN provided a radio and satellite communi-
cations system for the UN Civil Administration, the
EU, and the international police, CivPol. There was a
hand-held and car radio network, consisting of
“Motorolas” as they are called after the company
that manufactures them. More powerful radio links
were used to provide some of the Internet access,
including in Banshik, possible because there were no
geographical barriers between it and the radio
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signal coming from the UN regional ofªce in Previca.
The UN also leased space on a satellite to supple-
ment the communication needs of the mission. It
put satellite dishes where it was necessary politically
and geographically; each regional ofªce, including
Previca, had a satellite, as well as some municipali-
ties such as Thezren, where there was a range of
mountains blocking the radio signal. The radio link
was used wherever possible, as it was considerably
cheaper; each satellite dish cost US$250,000. There
was a limited number of wire or cable connections
used, only over short distances and within UN com-
pounds to ensure they would not be damaged. Each
UN ofªce had at least two and up to four satellite
phones (V-SAT phones), but in practice most phone
calls were made using mobile phones as the V-SAT
system was restricted to the communications net-
work supported by the UN and was less conve-
nient—their position was ªxed in the public part of
the ofªce and the UN municipal administrator’s
ofªce so one could not call from one’s desk or in
private.

The UN intranet3 and access to the Internet were
limited to the same organizations supported by the
radio and V-SAT phone network. When the mission
began in June 1999, the Internet was only available
in Pristina and Previca. Staff working in the munici-
palities were assigned an e-mail account but had to
drive to either Previca or Pristina to access the UN
intranet on Lotus Notes. The Internet was ªnally ex-
tended to the municipalities in early 2001.

Access to the UN’s intranet was limited to UN
civil administration international staff, EU interna-
tional staff, and the UNMIK international police. To
access this system, each person had to have an
unmik.org e-mail address. The messages on the
intranet were generally information notices about
security warnings, travel advisories, social events,
and welfare issues.

OSCE had its own ICT infrastructure that mir-
rored that of the UN: it had a Motorola radio sys-
tem, V-SAT phones, and an intranet and e-mail
system, with the address omik.org. The OSCE
intranet was more comprehensive than the UN
intranet. In the OSCE intranet, a user could access
almost all bureaucratic forms in the organization,

ªll them out online, and submit them to the
relevant ofªce. It also included travel, security, and
social advisories. The OSCE staff in general did not
use e-mail with other organizations on the ground.

KFOR also had its own ICT infrastructure, but it
did not include an intranet or e-mail for use in the
mission. Within the military, radios were used inter-
nally, but face-to-face interaction was the primary
means of communication among members of the
military and other personnel in the mission.

NGOs looked after their own ICT needs: they
used Internet service providers (ISPs) in Pristina or
Belgrade. They did not use e-mail with other organi-
zations on the ground in the mission but did use it
with their home ofªces and their donors, some of
which were based in Pristina, some outside Kosovo.

Thus, the design of the electronic or communica-
tions network did not correspond to the organiza-
tional design of the mission, and the computer-
supported social network (Wellman et al. 1996) was
not equivalent to the network of the mission. It in-
corporated three hierarchies (UN civil administration,
CivPol, and the EU) but did not include the OSCE,
KFOR, NGOs, or the local police or municipal
administration. The inclusion of three hierarchies in-
dicates that the mission planners were cognizant of
the need to get the communications network and
organizational network to correspond as closely as
possible, but logistical and political factors inter-
vened with KFOR, OSCE, NGOs, and the local police
and local municipal administration. OSCE chose not
to share the same communications infrastructure,
wanting to maintain more control over its internal
communications and viewing the UN as slower and
hence possibly difªcult to work with if OSCE were
dependent on them for communications (H. Gesing,
November 8, 2001, personal interview). KFOR cited
security as the reason for wanting to maintain its
own internal communication and information struc-
tures, and the NGOs were not given the option to
become part of the UN infrastructure.

Limitations of ICT Infrastructure
Besides the limitations imposed by the physical de-
sign of the network to using ICTs, there were limita-
tions to the optimal use of ICTs that were peculiar to
the environment and applied to all organizations.
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The lack of a working telecommunications system in
Kosovo meant that all equipment had to be shipped
in from outside. The capacity of all organizations’
Internet link and the speed of it were limited
because of the use of radio and satellite signals.
E-mail attachments beyond a very small size could
not be sent over the Internet or intranet, and when
there was a power-cut (three or four times a day
typically), the connection would be lost along with
anything the employee was working on at the time.
This was a signiªcant reason why employees kept
their time e-mailing to a minimum.

A further limitation to the optimal working of
the physical ICT infrastructure was the assumption
on the part of organizations that their employees
would not only be willing to use e-mail but also that
they were able to use it. Certainly in Kosovo, in the
UN, the OSCE, the NGOs, the EU, and the interna-
tional police, there was an assumption that each
person knew how to use the Internet and e-mail. In
the UN, initiation for new employees included a
brief meeting with the information technology (IT)
department at the regional level, where they were
assigned a computer. The process of getting an
e-mail address tended to be longer. Athough there
was training available, the assumption was that if
someone needed training they would ask; it was not
offered. This is potentially problematic for older, less
technologically acquainted personnel as they might
be reluctant to admit they do not know how to use
it or they might not see it as important, and hence
not avail themselves of what training there is.
Shamon, the municipal adminstrator (MA) in
Thezren, expressed his belief in the importance of
technology (S. Shamon, October 12, 2001, personal
interview) and said he had been using e-mail and
the Internet for some years. Yet Hideyaki, the most
junior member of the UN staff in Thezren, told me
that each morning he had to print out the main
news headlines from the Internet for the MA, the
MA would choose from these headlines, and
Hideyaki would print out the articles because “the
MA doesn’t know how to use the internet”
(T. Hideyaki, October 11, 2001, personal interview).

This was less of an issue for the OSCE as it has a
different employee proªle—younger, more diverse
backgrounds, not part of a permanent structure

with its tendency to IT obsolescence. Training in the
OSCE was also given a higher priority, as so much of
the organization’s internal workings were dependent
on using the intranet. The NGOs and militaries also
had a younger age proªle and more technical
knowledge and training. The NGOs saw IT as criti-
cal. Tim, a 27-year-old architect working with the
NGO K-LED, said, “We couldn’t do our jobs
without it.”

A ªnal limitation to the optimal use of the physi-
cal network design was the views or attitudes of the
personnel of the different organizations as to what
could be achieved using e-mail, the intranet, and
the Internet. The hierarchies’ focus on using ICTs
within their own organizations but not between
them was not readily recognized, reºecting and re-
inforcing the low level of identiªcation with the mis-
sion as a whole compared with identiªcation with a
worker’s own hierarchical organization. There was
an emerging cognizance of the limitations of the
physical infrastructure. Such a shared infrastructure
was seen as forthcoming and as a potential resource
that was not being used. Gheytanchi, the deputy
UN MA in Banshik, said: “I’m not communicating
through IT with other organizations yet” (his em-
phasis; M. Gheytanchi, October 21, 2001, personal
interview). Although almost every UN employee ex-
tolled the advantages of using e-mail and the
Internet within their own organizations, only
Gheytanchi and Henry (UN local community ofªcer,
Thezren) spontaneously lamented its lack of use for
communicating with other organizations. Henry
commented, “There is no exchange of e-mail be-
tween the agencies and that’s a pity. The police,
OSCE, KFOR, all these people have e-mail, we could
work much more closely” (S. Henry, November 3,
2001, personal interview).

Consequences of the Design and Use of the
ICT Infrastructure in UNMIK
The consequences of the physical network design
were signiªcant for the ability of the organizations
to be a network both within their own organiza-
tions and with the other organizations in the mis-
sion. Each of the hierarchical organizations displayed
a degree of “organizational imperialism”4 as they
refused to share costly assets and resources, which
in turn inhibited their ability to interact as a network
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organization. Although each organization wanted
and needed it to be a network, they were not will-
ing to share certain assets.

KFOR was particularly set apart, as it had a com-
pletely separate communications system from
UNMIK. Murali, who was in charge of IT infrastruc-
ture for the UN in the Previca region, spoke of the
logistical difªculties this gave rise to. He said in dis-
gruntlement: “Our communications system is totally
separate from KFOR. They do not even let us into
their base camps. We do have some of our equip-
ment in there but we are not allowed to go in with-
out liaising with the KFOR liaison ofªcer here on the
third ºoor or the UNMIK Military Liaison Ofªcer.5

But it can take two hours or more to do that, so this
can be problematic. KFOR does not want to hook
into our communications system. They want to be
separate for security reasons” (A. Murali, October
23, 2001, personal interview). Besides the occa-
sional difªculty of the maintenance of the equip-
ment stored in the KFOR base, the lack of a link
between the KFOR communications system and the
UN system was a nuisance at the local level. In gen-
eral, the KFOR liaison ofªcers did not have a cellular
phone or an e-mail address that could be used for li-
aison business. However in Banshik, two French liai-
son ofªcers had taken the initiative and gotten hold
of a mobile phone that they shared and used in
their work. A French Foreign Legion ofªcer working
in a civilian-military relations capacity with the local
community also used commercial e-mail to set up
appointments. But for most of KFOR, the only point
of contact within their own military and with other
militaries and organizations was a face-to-face en-
counter. This could be done at weekly 4 Pillars or in-
teragency meetings held in each municipality, but
outside of that was more problematic and depended
on individual initiative on both the military and
nonmilitary organizations’ part.

International and Local Communication and
Cooperation. The difªculties of enforcing
separation of resources when the organizational
boundaries are blurred were apparent in the
sharing of equipment by CivPol and the local
Kosovo Police Service (KPS). They shared the same
building and the same ofªces, and they worked
together in teams. Yet, ofªcially the KPS personnel

were not permitted to use the UN radios or
Internet. Murali, in the UN ofªce in Previca, said,
“You have a situation where an UNMIK
international police ofªcer and a KPS ofªcer are
sharing the same room and of course, the KPS uses
the UNMIK phone and sometimes radio. But if I get
a request for another V-SAT phone I go to the
place myself to see who is in the ofªce, if it is a
KPS, I cannot give another phone” (A. Murali,
October 23, 2001, personal interview). This had
the unfortunate consequence not only of making
coordination more difªcult but also of reducing the
shared sense of mission that is intrinsic to the
production of trust, ease of information transfer,
and joint problem solving.

Having uncoordinated media of communication
reduced the degree of responsiveness of the net-
work. I was driving with Magan, the Banshik MA, to
Pristina when we came upon a trafªc accident.
Magan did not have a direct link to the KPS as they
did not have the use of UN communications equip-
ment. He called on the radio in the UN car to CIVPol
in Banshik, who then told the KPS, who sent a car
to the scene. The road was blocked as a result of
the crash and there were no injuries; however, the
delay due to the circuitous route to the police could
potentially have serious consequences in a security
situation, for instance, in a riot or potential riot-
producing situation, neither of which was uncom-
mon in Kosovo.

Cooperative Problem-Solving. The absence of
point-to-point communication between key
organizations, the vertical integration of key assets
within KFOR, and the low level of trust produced a
potentially violent situation in the mixed Serb and
Albanian village of Slavina in the municipality of
Banshik. The KFOR engineering battalion had been
told by their central command to undertake more
engineering projects for the Serb population, as
they did not want to be perceived by the Serbs as
pro-Albanian because of their existing projects with
the majority population. The engineering battalion,
under the tutelage of an ofªcer designated with
the task of liaising with the UN Civil Administration
in Banshik, proceeded to dig a trench for a water
pipe, which the Serb residents asked them not to
do without consulting the Albanians. The liaison
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major had not consulted with the UN Civil
Administration, and the local Albanian village
leader, in a nice illustration of nontechnical point-
to-point communication, immediately fetched
Magan, the Banshik UN MA, to stop him. The
importance of point-to-point communication is
especially critical when the conception and
execution of tasks is decentralized to the local
level. Unorganized, ephemeral, and speciªc local
knowledge is needed as this favors the distributed
decision making of network organization. The
major insisted to the MA that he had to follow his
orders from the region and proceed with the
project, even in the face of opposition of both
communities. Administrative ªat within KFOR ran
up against the local network way of solving
problems, as the UN brokered and eventually got a
negotiated agreement among all parties. More
extensive use of interorganizational commu-
nications media would have lessened the likelihood
of such a crisis emerging. The amount of contact
and information sharing necessary in this
environment is too great for just one medium of
communication. The communication and
information physical structure could be used to
improve information transfer and to facilitate
cooperative problem solving, but by building on
rather than replacing traditional forms of
networking, such as face-to-face. As Wellman
et al. (1996) point out, concerns about whether
online ties can be strong ties are wrongly speciªed.
Although Internet technologies can transcend time
and space, not all ties are either totally online or
totally off-line. Much online contact is between
people who see each other in person, and people
mix e-mail communication with face-to-face
communication. Conversations started in one
medium continue in another, increasing the degree
of trust, information exchanged, identiªcation
with the mission, and, ultimately, joint problem
solving.

Furthermore, an IT backbone can help integrate
the network organization by providing the means
for data sharing and integration (Rockart and Short
1991). Strong links can potentially ºatten organiza-
tional hierarchy by enabling a redistribution of re-
sources, decision rights, power, and control
(Applegate et al. 1988; Lucas and Baroudi 1994;
Rockart and Short 1991), and by attenuating status
distinctions. The limited nature of the physical net-

work between the organizations in Kosovo severely
inhibited this ºattening in the network organization.

Identiªcation with UNMIK: Single or Dual
Citizenship. As boundaries become more
permeable, employees are both members of their
own hierarchical organization and the network
organization. In the business literature, Handy
(1995) describes this as members experiencing a
“dual citizenship” of afªliation with their project
team (municipality) and with their company
(organization). They have both in-group and out-
group ties, yet work to achieve a larger social
integration (Baker 1993). But they need shared
goals (Rockart and Short 1991), a common
background (Powell 1990), and a collective vision
(Peters 1992).

Employees’ identity as expressed in their e-mail
address was a constant reminder of their “in” or
“out” status. Only UN international staff, civilian
and police, and EU international staff had an
unmik.org e-mail address. Because communication
was so central and information ºow was so critical
to the mission, this distinction was felt keenly. On a
practical level, it made it that much more difªcult to
contact somebody outside of one’s own physical
network. Psychologically, it made it difªcult to think
of oneself as being part of the same organization,
or if that was clear, that one had equal status with
other members. Gomes, the EU ofªcer in Previca felt
that the UN regarded the EU (which shared the
building) as a nuisance, evidenced by the long wait
and ªght the EU had to endure to get access to the
UN intranet and e-mail system on more than one
computer. Initially the UN refused to give more ac-
cess, and eventually the issue had to go all the way
to New York before it was resolved in favor of the
EU getting access to the Internet on another three
computers. They got it, Gomes said, “not because
we are part of UNMIK and are entitled. But we had
to beg for it and say ‘c’mon, we are troubled.’ I
tried everything and eventually we got them to sign
a memorandum that they will cooperate with us”
(L. Gomes, November 2, 2001, personal interview).

Gesing, in the OSCE headquarters in Pristina,
said that OSCE staff’s exclusion from the social
events announced over the UNMIK intranet had seri-
ous consequences for the identiªcation of people
with the overall mission and for establishing ties
that would be useful in their work. The absence of
such opportunities to socialize decreased the
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amount of trust, information exchange, and joint
problem solving capabilities shared by the
organizations.

Unexpectedly, the one medium able to overcome
the physical and institutional limitations of the net-
work organization was the mobile phone network.
It was independent of the organizational network in
terms of provision, control, and maintenance.
Kouchner, the ªrst special representative of the Sec-
retary General in Kosovo, opened a global competi-
tion for companies to bid to establish a mobile
network in Kosovo. Alcatel, a mobile phone service
provider based in Monaco, won the public competi-
tion and now provides the mobile phone network in
Kosovo. It was available to anyone willing to pay for
a phone, the phone chip, and the charges. Thus, it
was the one network that the KPS and the local
municipal administration could share with all the or-
ganizations. There was no real competition to this
company except from Mobtel, a Belgrade-based mo-
bile phone company that the majority of Albanians
would not use for political reasons. Out of 100 non-
military internationals I met, only one person did not
have a mobile phone. Although not part of the
ofªcial infrastructure provided by the organizations,
it was the medium most frequently used, and all the
organizations pay for the phone charges incurred as
employees carried out their ofªcial duties. UNMIK or
OSCE or the EU did not pay for their personal calls,
nor did these organizations pay for the purchase of
the phone itself, the average price of which was
300 Deutsch marks (150 Euro). The mobile phone
network was not present in the initial days of the
mission, and most of the UN staff saw its introduc-
tion as more critical than the Internet. Especially for
the workers who spent a signiªcant amount of time
in the ªeld, the mobile phone was described as “in-
dispensable” (S. Henry, November 3, 2001, personal
interview). It liberated Henry from ªxed locations;
people called him not his ofªce. The use of the mo-
bile phone allowed workers to make the best use of
traveling time and of time between meetings if

those meetings were not in their base ofªce. The
use of mobile phones had considerably reduced the
reliance on the radio network. Henry is typical when
he said that “I’m so used to my phone, I don’t use
the radio really any more.”

The closest entity to an electronically based or
virtual organization6 in Kosovo was the one based
on the mobile phone network and to a lesser ex-
tent, commercial e-mail. Every international had a
commercial e-mail account besides their organiza-
tional one—the most popular were Yahoo and
Hotmail. Most locals working with the UN also had
a commercial e-mail account they checked on UN,
OSCE, NGO, CIVPol computers—whichever organi-
zation they were working with. Because the UNMIK
intranet (Lotus Notes) was so slow, many of the UN
staff chose to use their commercial account for pro-
fessional use if they already knew the people with
whom they were communicating. When the CIVPol
commander in Banshik was going home to the
United States for vacation for three weeks, he an-
nounced it at the weekly 4 Pillars meeting in the UN
ofªce in Banshik and said, “I’ll be away on vacation
but will be running the ofªce through e-mail. You
can e-mail if you want, anyone. Here’s my Hotmail
account [and he distributed his card].” The hierar-
chies’ ofªcial physical infrastructure was less suc-
cessful in promoting networking on the ground than
the uncontrolled mobile phone network and com-
mercial e-mail.

The more networked the organizations were inter-
nally, the easier it was for them to be part of the ex-
ternal network organization. A requirement of a
networked organization is the free ºow of informa-
tion, and information technology was heavily
affecting the ºow of information and the manage-
ment of information and knowledge within the or-
ganizations. Acquisition and distribution or the
obtaining and sharing of information was enor-
mously improved within the hierarchies by IT. Before
e-mail, the UN and OSCE ofªcers in the municipali-
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sus virtual communication, yet the reality in organizations is hybrid groups that meet face to face as well as virtually
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ties would have to deliver their paperwork, including
daily and weekly reports, to Previca by car, an hour’s
round trip from Thezren, a 40-minute round trip
from Banshik.7 With e-mail it was all done electroni-
cally, saving enormous amounts of time and making
possible greater dissemination of reports.

The importance of information assets to network
organizations (Drucker 1992; Jarvenpaa and Ives
1994; Powell 1990) raises important questions
about managing information resources. Theories of
organizational learning provide a framework by
breaking information management into acquisition,
distribution, interpretation, and memory (Huber
1990). Organizational memory describes the storage
of information for ready access and future use. IT
plays a vital role in this. Hence, IT was improving the
efªciency of information ºow within the hierarchical
organizations tremendously.

But as technologies provide affordances and not
determinants, the use of technologies has to ªt the
institutional environment of the organizations. The
hierarchical organization in an environment like
Kosovo faced two problems with management of in-
formation. One was the problem of diffusing existing
information and interpretation to joining members.
The second was the problem of maintaining organiza-
tional history and experience in-house when mem-
bers leave (Jarvenpaa and Ives 1994). With the high
turnover of personnel in Kosovo and the potential
loss of learning, a technology-based organizational
memory may lessen the effect and greatly improve
the management of intellectual capital (Davidow
and Malone 1992; Drucker 1992; Eccles and Crane
1987; Huber 1990, 1991; Jarvenpaa and Ives 1994).
The organizations in Kosovo handled this differently.

The UN Civil Administration
Although the UN had the infrastructure for manag-
ing information, it did not have an efªcient institu-
tional mechanism for ensuring storage and
transmission of institutional history. Each municipal-
ity was asked to produce a daily and weekly report,
but there was no sanction if they did not do so and
there was no online database of municipal reports,

except the one maintained by Magan, the MA, at
his own initiative for the municipality of Banshik.
Banshik had produced a detailed report every work-
ing day since the start of the mission. It provided a
detailed picture of the process of institution building
and the relations between the organizations and the
population. In Thezren, when I asked to see the
equivalent institutional history, I was told it did not
exist. The previous MA, Jonson, did not keep a daily
record and the current MA, Shamon, did so sporadi-
cally. There was no written record of activities in
Thezren for the ªrst two years of the mission and an
infrequent and sketchy one for the six months be-
fore my study.

Research has linked the technical characteristics
of computer-mediated communication to task group
outcomes such as increased participation, more
egalitarian participation, more ideas offered, and
less centralized leadership (Hiltz et al. 1986; Rice
1987; Adrianson and Hjelmquist 1991; Weisband
et al. 1995). From the contrasting experience of
Banshik and Thezren,8 it appears that more egalitar-
ian participation and less centralized leadership must
be there alongside or before the use of IT to unlock
the IT possibilities for enhancing these qualities.

The UN leadership in the two municipalities used
IT in different ways, and their use reºected the insti-
tutional characteristics of their network organiza-
tions. When the MA in Thezren wanted to see
somebody he would summon them to a meeting in
his ofªce; he regarded most of the e-mail he re-
ceived as “not very useful” and said he preferred to
use the fax. He did not use e-mail for networking
purposes. Magan, the MA in Banshik, used the
Internet as a networking tool and saw its potential
as a resource beyond sending information more
easily and faster within the organization. He said:

I’d be interested in ªnding a Web site that I could
go to where it could tell me other ideas on how
to deal with emerging democracies and the devel-
oping world and people who have done that kind
of thing before. But who else out there has done
this? It’d be like AOL Online when you don’t un-
derstand the system. You can call AOL and say
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“Please tell me how to do this.” . . . I have a
computer full of very bright people whom, if I re-
ally don’t understand something, I’ll pop them off
a message. (T. Magan, September 29, 2001, per-
sonal interview)

Furthermore, the egalitarian nature of the Internet
encouraged the making of requests and the re-
sponse to them. “It helps solve the problem of inac-
cessibility, if I want to see or talk to somebody not
physically in reach or heavily guarded, then I can
send it through” (M. Gheytanchi, November 4,
2001, personal interview).

UN ofªcers did use e-mail within the UN for pur-
poses other than reporting and transferring informa-
tion. IT allows decentralization and the removal of
status distinctions, so that power and inºuence
might no longer derive from rank but from
persuading others to accept a particular interpreta-
tion of the data (Kanter 1989). As expertise be-
comes critical, resources then ºow not to
hierarchical posts but to obvious centers of compe-
tence (Huber 1990). Henry, the local community
ofªcer (LCO)9 in Thezren was particularly adept at
maximizing his contacts with his chain of command
up to the Community Affairs Ofªce in Pristina. “The
fact is that the most consistent way of keeping in
touch is my UN Web mail. I work with the Depart-
ment of Community Affairs in Pristina and I have to
be in touch with them a lot. For example, at the end
of this year, we have a lot of money left over. I’ve
been in touch with them regularly about what pro-
jects I might be interested in getting funded. I’m in
touch with them on e-mail a lot.” Henry’s counter-
part in Banshik was not even aware of the money
left over, money that Henry procured by simply
sending brief proposals by e-mail to the center. “I
mentioned all this money I got, and Charlotte [LCO,
Banshik] was completely unaware of it. For green-
houses, agricultural projects . . . I put in my request
by e-mail with a brief description of the project and
I got it” (S. Henry, November 3, 2001, personal in-
terview). It was not his rank or status that made the
crucial difference but his ability to persuade others
to accept a particular interpretation of the data or
facts, that such money could be put to good use for
certain projects that he was devising in Thezren.

OSCE
The production of too much information without
management is one potential pitfall for organiza-
tions using new technologies. The OSCE had better
knowledge management in that more tasks were
done online, but it still faced the problem of infor-
mation overload. Gesing, a cabinet member of the
OSCE organization in Kosovo, pointed out that
there was a deluge of reports and that most were
descriptive when what would be most useful would
be analysis. “What we’re faced with is an abun-
dance of reporting on seminars, workshops, which
are of no use to the outside world at all. They’re not
interested in why OSCE is organizing a women’s
workshop in a particular municipality. They want to
know how these activities tie into and impact on the
life of the municipality or the life of a certain sector
of a society or NGO life, or into what kind of impact
do our activities have, rather than reporting on the
activities themselves.” He sees information technol-
ogy as a double-edged sword. “In earlier times, peo-
ple would send in a fax and make sure the
information in there was succinct, because it would
create another physical thing to read. And it takes
time to fax, to send the admin assistant down to
the fax room. It really creates a hassle. You’d better
put things on one page rather than three pages.
You better make up your mind beforehand what
you want to report. Nowadays, you would have ev-
erything on it, useless stuff” (H. Gesing, November
8, 2001, personal interview).

KFOR
As McDermott, a regional ofªcer in the UN, and
several other internationals conªrmed, KFOR had a
very good system for transmitting information and
knowledge to each new contingent. A large part of
its mission was to gather intelligence so KFOR, in
theory, had a high level of knowledge of who was
who and what was going on, and passed that on in
detail to each incoming contingent. However, KFOR
was reluctant to share that information with other
organizations for force protection reasons, and it
primarily used high-level, face-to-face contact with
other organizations.

An inadequate system of institutional memory
can be devastating for institutional learning; the
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system in the UN was a waste of the potential of
ICTs to distribute broadly information and to pro-
mote organizational learning by rapidly diffusing
ideas (Finholt and Sproull 1990; Huber 1990; Sproull
and Kiesler 1986). Increased sharing might form the
basis of better decisions and learning curve effects;
it might also amplify knowledge generation by fo-
cusing additional sources of expertise on important
issues (Huber 1990; Jarvenpaa and Ives 1994) within
the network.

So, organizations within the network organiza-
tion differed considerably in their degree of
“networkedness.” Even within organizations, like
the UN, different municipal administrations would
be more networked than others, and a single indi-
vidual, such as Henry in Thezren, could effectively
network within and beyond his own organization
using ICTs.

For most international workers, regardless of the
organization they worked for, e-mail and the
Internet boosted morale as it kept people integrated
in their personal networks outside Kosovo. Most of
the UN employees said that the ability to stay in
touch with loved ones at home was the most
beneªcial aspect of e-mail. E-mail and the Internet
were seen as critical for morale, as staff were mem-
bers of a global network of family and friends that
provided companionship, information, and social
support. Murali, the UN ofªcer in Previca, said he
gets two lines of e-mail every morning from his fam-
ily in India, and this enables him to work free of
worry for the rest of the day. They also used it to
“stay in touch with the outside world.” Ricky, the
information technology ofªcer for the region, moni-
tors the UN’s use of the Web and says that the most
frequently visited sites are ªnancial ones; UN staff
can manage their bank accounts, bills, and ªnancial
affairs over the Internet. The second largest use is
for news; the two most frequented are Yahoo and
MSNBC, with own-language sites following.

Different Degrees of Social Presence in Different
Communications Media
The degree to which ICTs are used (which, given
their impact on the individual organizations and the
network organization’s effectiveness) is critical to the
overall mission’s success and is dependent on the in-
stitutional culture of the individual organizations,

the institutional culture of the overarching network
organization, and the institutional context of the
network organization. ICTs’ impact on organiza-
tional behavior is not predictable. Availability of cer-
tain ICTs does not mean they will be used. The most
appropriate use of ICTs in any given situation
emerges only as the external context and limitations,
and the institutional requirements of the network
organization, become apparent. In a turbulent envi-
ronment such as Kosovo where the organizations
are not used to participating in network organiza-
tions, what emerged was the need for ubiquity and
variety in ICTs.

ICTs (e-mail, voice mail, information transfer)
make it feasible for a broad range of work groups
to be formed with members who do not necessarily
work in close proximity or within the same organiza-
tion. The people in the international organizations
used a range of information and communication
media and technologies: face-to-face meetings, cel-
lular phone, land telephone, radio, e-mail, Internet,
and intranet. However, they did not use these media
interchangeably. The choice of media was deter-
mined by the ªt of the medium for the environ-
ment, both internally within the hierarchies and
externally in the ªeld with the other organizations.
The choices made by the different organizations
yield insights into the role of such technologies in
turbulent environments such as UNMIK.

The amount of information and the variety of dif-
ferent perspectives renders interpretation of frames
of understanding to be of critical importance. The
more interpretations there are available, the greater
the likelihood of ªnding common ground to work
with another organization(s). But this can only be
achieved at each level; interpretation is not only
based on information but also on the knowledge
created by interaction and communications on the
ground. Thus, a variety of ICTs are needed, and just
as important, an appreciation of which media is
most appropriate for which type of interaction or
situation.

The principle of requisite variety aids our under-
standing of the importance of having a diverse
range of ICTs for use by a diverse group of organiza-
tions. Drawing from general systems theory, the
principle of requisite variety contends that an orga-
nization’s internal regulatory mechanisms must be as
diverse as the environmental complexity with which
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it must contend. Networks can be seen as a re-
sponse to the principle of requisite variety, as “it has
become increasingly clear that the organizational
form associated with ºexible specialization is the
network, although we have not always used that
term” (Piore 1992:431). Contingency theory10 helps
explain how there is no one best organizational
form and how organizations must map structural
elements to structural variables in the environment.
Thus, in the turbulent environment in Kosovo with
different organizations using different media and ITs,
members of organizations had to shift constantly to
match the technology they used with the communi-
cation needs of the project or task they were work-
ing on with another organization.

The communications media or IT chosen depends
on the type of communication involved and the en-
vironment in which the communication takes place.
“Rich” channels of communication, or channels of
communication with a high degree of social pres-
ence, are needed for equivocal and uncertain com-
munication where the meanings are ambiguous and
values and schema for interpreting may be different
or where data may be missing (Daft and Lengel
1984, 1986; Daft et al. 1987). For instance, when
UN personnel were communicating with KFOR mili-
tary personnel, their schemas and values were differ-
ent and they did not always understand the process
of operations in the other organization, rich com-
munication was required to prevent misunderstand-
ings and miscommunication. Richness, or the degree
of social presence, can be measured in two ways.
First, bandwidth refers to the ability to exchange in-
formation from all human senses: sight, hearing,
and smell (Nohria and Eccles 1992). Face-to-face
communication has more bandwidth than tele-
phone, telephone has more bandwidth than voice
mail, and voice mail more bandwidth than e-mail.
Second, synchrony refers to whether people can
communicate at the same time. Face-to-face interac-
tion and telephone communication are synchronous
(except when one leaves a message). E-mail and
voice mail are not synchronous.

The importance of bandwidth and synchrony de-
pends on the environment. In Kosovo, as indeed in
any network organization, the goals of the mission
could not be attained without trust; the social infor-
mation provided by high bandwidth was extremely
important.11 Hinds and Kiesler (1995) propose that
telephone, voice mail, and e-mail differ in band-
width and, hence, in how much social information
they provide. Telephone allows people to exchange
more social information than voice mail. Voice mail
allows people to exchange more social information
than e-mail. In Kosovo, face-to-face interaction was
the preferred mode among organizations at the lo-
cal level, as the environment and differences in or-
ganizational cultures required a high degree of trust,
the production of which needed a high degree of
bandwidth. When face-to-face interaction was not
possible between organizations, the mobile phone
was used. When that was not possible, voice mail
was used. Only if voice mail was not possible would
e-mail be used if it was available. Within organiza-
tions, face-to-face interaction was used ªrst if the
person was in the same ofªce. If not, e-mail was
used before the mobile phone for work matters. If it
was a social matter or a complex issue, the mobile
phone was more likely to be used. This was the pat-
tern I observed in both UN ofªces and in both OSCE
ofªces.

From an organizational perspective, dispersed
work teams require social as well as technical sup-
port (Wellman et al. 1996). Studies of collaboration
among scientiªc communities suggest that an initial
period of physical proximity is necessary to build trust
and to come to a consensus on the focus of pro-
posed projects (Carley and Wendt 1991). In turbu-
lent environments where nonroutine complex pro-
blems are to be solved, face-to-face interaction as
the basis of cooperation and information exchange
is crucial. Even if the relationship continues virtually,
an initial face-to-face meeting is generally seen as
crucial for communication. Gheytanchi, the deputy
MA in Banshik, said, “The most important things
can only be done through human contact. You can-
not send an e-mail saying ‘Send us a couple of
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million dollars’ [laughs]. Later when they know
you then you can do a lot [on e-mail], but in early
contact, the human contact is essential, in my
experience, especially in the area of ªnance”
(M. Gheytanchi, November 4, 2001, personal inter-
view).

After face-to-face interaction, the preferred and
most frequently used mode of communication was
the mobile phone. The synchrony of telephones al-
lows both a lot of information to be exchanged in a
given time and ongoing feedback so that people
can adjust what they say to one another, correct
misunderstandings, and ªll in details. People per-
ceive rapid exchange to be important for lateral
communication (Zmud 1990) and collaborative plan-
ning and problem solving under uncertainty
(Finholdt and Sproull 1990; Kraut et al. 1992). Be-
cause the telephone is synchronous, it allows people
to get faster responses in a given time than asyn-
chronous technologies (Barry and Bateman 1992).
As Ryan, the logistics ofªcer for OSCE in Banshik,
said, “I get 10 e-mails a day, and 8 of those would
be business. I just ask a question and wait for a re-
sponse. It’s usually a logistics question. If I have to
go on and on about something I wait till I see the
person or I use the telephone.” But sometimes peo-
ple had their phones switched off or were out of
range of a signal; then, asynchronous communica-
tion was used, usually voice mail between organiza-
tions. Within organizations, where the culture was
familiar and understood, e-mail was used to ask
questions. Ryan in OSCE said, “I’d ªre off an e-mail
with a question and get back an answer” (J. Ryan,
October 9, 2001, personal interview). This was also
true within the UN. Lateral communication is more
likely to be collaborative than is vertical communica-
tion (Watson 1982) and to require more discussion.
Employees engaged in lateral communication tend
to use the telephone. In Kosovo, they also strove to
meet face to face as much as possible, using the
telephone to check the availability of the person
they needed to talk to.

The online storage of e-mail messages allows
participants to be in different places and on differ-
ent schedules, thus giving them more control over
when they read and respond to messages. The rapid
transmission of large ªles between individuals and
among groups increases the speed of communica-
tion, supports collaborative work, and sustains
strong and weak ties (Feldman 1987; Finholt and

Sproull 1990; Eveland and Bikson 1988; Sproull and
Kiesler 1991).

Thus, ubiquity and variety are necessary for two
reasons: the differential adaptation of the organiza-
tions to being part of a network organization, and
the degree of turbulence in the postconºict environ-
ment of Kosovo. However, the direction of change is
clear—increased use of ICTs and more sophisticated
deployment of varied technologies as people and or-
ganizations become more familiar and comfortable
with them.

ICTs are playing an increasingly key role in the net-
work organization of UNMIK in the postconºict en-
vironment of Kosovo and will play a key role in
similar future interventions. In Kosovo, they contrib-
uted to the sharing and cooperative use of re-
sources, and the building up of trust and
identiªcation with the network organization’s overall
goals (the mission). The use of ICTs increased the ex-
change of ªne-grained information and they con-
tributed to joint problem solving, all of which
ultimately contribute to the degree of cooperation
that determines the extent to which the mission’s
goals can be realized. The direction of change is
clear—more extensive deployment and use of ICTs.
The organizations involved are in a process of trans-
formation and the lessons learned in Kosovo will fa-
cilitate this process. Lessons from Kosovo include an
emerging realization that the limitations imposed
when the design of the overall physical network and
the persistent tendency to organizational imperial-
ism of all the organizations made networking with
other organizations very difªcult. The most compre-
hensive electronic networks were those that the or-
ganizations had no control over—the mobile phone
and commercial e-mail. They included all organiza-
tions and all levels of personnel, and crucially, they
incorporated the local institutions the international
organizations were working with—the police and
the local municipality. A comprehensive UNMIK
intranet would have had the potential to connect
the international organizations, but the limited ver-
sion that was erected excluded some people and es-
tablished an “in” and “out” to the network
organization. This latter reason derived from the fact
that there was not an interactive space shared by all,
for instance, a missionwide intranet. A shared
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intranet would arguably provide the sense of dual
citizenship (Handy 1995) or identiªcation with the
mission as well as individuals’ own organization that
would yield a sufªcient social base for e-mail to be
used interorganizationally. In Kosovo in 2001, e-mail
was primarily used within organizations. It was not
used between organizations partly because at the
embryonic stage of UNMIK as a network organiza-
tion there was a need to have at least initial face-
to-face interaction or voice-to-voice interaction with
people from other organizations and partly because
it was only slowly occurring to the organizations
that it could be used interorganizationally. Thus, the
technology provided affordances, but ultimately it
was the organizational structure and institutional
environment (within and between organizations)
that determined whether technologies would be
used and what technologies would be used for dif-
ferent tasks.

Within the hierarchies, each organization was
grappling with the organizational consequences of
introducing ICTs—wanting the ºexibility and knowl-
edge management such technologies made possible
but unsure of how to alter their organizational
structure and institutional culture to realize this
potential. The ºow of information had deªnitely in-
creased with the introduction of ICTs, but knowl-
edge management was yet to catch up. The biggest
danger was being drowned in a deluge of detail
while suffering a dearth of useful and non-time-
consuming analysis. In addition, the importance of
institutional memory in a situation with such diverse
organizations and high turnover of personnel was
slowly being realized, as was the potential of ICTs to
transform intraorganizational coordination. In sum,
ICTs were slowly transforming organizational prac-
tice to encompass that required by participation in a
network organization such as UNMIK, but that
change was as yet unevenly distributed and un-
evenly advanced. ■
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