














Figure6  Specific Causal Linkages e-business Adoption QDPW case study

For a more complete explanation the case study reports should be referred to however a brief
overview is now provided. There was an overarching impediment to e-business adoption which
was constantly referred to by all participants and that was the structure of the industry and
perhaps the inertia of the industry in relation to inconsistent adoption patterns — a perception that
it was just too large, complex and difficult a task to adopt e-business as the whole industry would
need to adopt and adopt all the same software and methods of operation, standards etc. Within
this overarching impediment there were four interrelated subordinate impediments including
perceptions and attitudes, compatibility of the innovation, market incentives (including i.e. risk on
investment and uncertainty regarding returns) and heterophilic and homophilic communication.
The inconsistent adoption patterns are a direct cause of incompatibility problems such as
software incompatibility, but in addition to that a firm’s experience with e-business also influences
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their approach towards further adoption. Resistance to adoption of e-business arises because
Incompatibility is linked to incompatibility with client needs and this is where the upstream
importance of clients and the supply chain influence is critical. If a client does not have enough
market influence then firms will not elect to adopt and change any e-business practices. An
outcome of inconsistent adoption patterns is the financial problems caused by different
organisations utilising different software programs or using different editions or versions of the
same software. Issues of inter-organisational (supply chain and upstream and downstream
linkages) compatibility becomes an important impediment to adoption.

However incompatibility based upon disparate software is the not the sole expression of e-
business innovation incompatibility. Another recurring theme was that IT applications are also
frequently incompatible with pre-existing business process and operating systems within a firm.
Incompatibility can cause delays in processes with the inevitable frustration and financial
consequences. Equally important such occurrences can add markedly to the perception of
adoption as complex and difficult and therefore then incompatibility relates to a resistant to adopt
based upon attitudes which is underpinned by an idea of the innovation being too complex and
difficult. The e-business environment itself can be complex or the fact that it is too complex or
difficult to get others to adopt. Thus the outcome of this impediment is that the potential e-
business applications of an innovation are never simply evaluated and considered for adoption
just on the basis of its own attributes but also on the basis of a whole range of pre-existing
organisational — structural — cultural — economic conditions that determine the relative ease of the
adoption-decision process.

There is little doubt that IT adoption has a considerable economic outlay and that frequently
economic benefits are not felt immediately but can often take some time to accrue. It was a key
theme in our research that smaller operators keenly felt the financial pinch of outlay on IT
equipment and related software (or perceived it as a large cost). Thus the lack of market incentive
in terms of prohibitive cost intersected frequently with an attitude that the status quo is a workable
proposition. In many cases this was enough to convince smaller operators that a given adoption
was unnecessary and thus improvements to business process even through incremental e-
business technology adoption (and minimal cost) offered by innovations are not pursued. This
degree of uncertainty regarding returns on investments held by the smaller-end operators is an
outcome of their perception on the value of the innovation, which can also perhaps be considered
as a lack of awareness of the potential benefits an e-business application can offer. An important
point which emerged from the analysis is that these attitudes are common across individuals of
comparable strata within the industry and hence related to their position in an economic structure
and specific market dynamic as much as their participation in an industry culture. What we were
regrettably unable to determine, due to lack of time and resources, was any more specificity of
firm attributes or supply chain attributes and any similarities and/or differences across different
types of supply chains — type by what the chain delivers and type by industrial market
characteristics.

For smaller operators (and this is what isn’t appreciated by larger operators) it is not just the initial
outlay but the ‘true’ cost of e-business which needs to be considered critically — i.e. operational
and training costs and then system maintenance costs. Associated with these costs and thus
wrapped up lack of market incentive and lack of perceived benefits is also the consequent loss of
productivity that is associated with staff training. Interestingly this was not only a consideration for
the small operators but the medium and large sized firms as well.

Barriers to diffusion as an outcome of perceptions and associated resistance based on attitudes
can be considered from two aspects; perception of an insecure environment as well as the
perception of e-business as complex and difficult (which was discussed previously). The
perception of IT environments as insecure is a commonly held assumption prevalent throughout
the construction industry and has been identified in numerous other research studies as well. The
finding allows us to confirm the findings of these other studies but does not offer anything
specifically new. However a significant twist to this finding is the degree to which perceptions of IT
as an insecure environment have insinuated itself into lower levels or organisational trust, in
which firms deploy stringent intranet security measures designed to protect sensitive information
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and defend against loss of commercial advantage via leakage of sensitive information. Thus the
issue regarding security of information is rooted in deeper notions of the economics and value of
private information as competitive market advantage. It is difficult to imagine a cultural shift
towards greater transparency of process and ease of information availability and file sharing
taking place amongst an industry supply chain compose of firms that do not trust their own
employees. The changing of this perception and attitude towards security of information must
begin at managerial level and must begin within some firms before we can even hope to move
the industry towards any high end of open systems along the supply chain.

The perception of e-business as difficult and complex is an interesting finding that demonstrates
the power of attitudes and perceptions in influencing patterns of adoption. Our research made
use of a hyphenated concept indicator “perceptions of complexity-difficulty”. We found this useful
precisely because it showed the relationship between the perception of complexity, which is
usually a marker of conceptual distance between required operating knowledge and previously
held ideas and available skills sets, and an interpretation of that complexity as ‘difficult’. This
perception of complexity-difficult is associated with market economics — in this sense ‘difficult’
becomes understandable as a euphemism for unavailable resources in terms of manpower or
capital to invest in understanding the complexity in order to turn that greater (more complex)
capacity into advantage — thus perception of difficulty is rooted in deeper notions of lack of
perceived benefit in relation to cost implications to the firm.

These perceptions and resistance to change attitude were evident in smaller end operators who
occupy the lower end of the spectrum of adoption. Their processes remain impervious to any
perceived IT benefits largely on the basis of these perceptions and attitudes. We found that their
perceptions of complexity and difficulty are frequently not the product of personal exposure and
usage of the e-business application in question, but rather the product of ‘myths’ and second
hand knowledge passed on through informal networks — like minded managers communicating
and reinforcing similar attitudes and approaches. Consequently the firms at the lower end can be
considered to belong to primarily homophilic communication networks (homophilic refers to like
minded people) on the basis that their perceptions of ‘complexity as difficult’ is rarely challenged.
A position in a homophilic social network is likely to produce a culturally indoctrinated set of
attitudes that forms the basis for an easy dismissal of potential benefits of IT adoption on the
basis of many justifications.

This is only a summary of the discussion of the QDMR case study to serve to illustrate the
explanation of our understanding of the linkages between the impediments and drivers. A more
detailed explanation of each of the case studies and each of the causal linkages can be found in
the individual case study reports.

While the above provides a rich insight into the real world complexity of inter-relationships
between impediments and drivers towards e-business Adoption within the construction industry;
there is also a need to develop a more manageable and generalised conceptual framework from
the results; i.e. something more tangible that can begin to provide some direction for this industry
problem and for those seeking to improve overall industry adoption. This was achieved through
the introduction of the idea of ‘pathways’ towards e-business Adoption. This framework achieved
a number of important things:

i. Provides recognition of the fluidity and transformation associated with ‘impediments’ and
‘barriers’ to e-business adoption

il. Reflects the general dynamic that exists within organisations in relation to adoption
decision processes and the conditions that need to be created so that an individual firm in
construction specifically can assess their own position towards adoption of e-business
practices

iii. Recognises change ‘pathways’ are neither prescriptive or unique but numerous and
subject to ongoing transformation
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The Pathways Model is described in the final Section Adoption Profile as it relates to level of e-
business experience and degree of adoption. There were three Pathways identified and high e-
business experience firms exhibit all pathways whilst low level need to “get” onto the first
pathway. The Pathways are described in detail after the levels of e-business experience results
are presented. The impediment to driver transformation and the e-adoption decision pathway
model

3.0 Adoption Profile

The adoption profile outlined in this report is aimed at the third research objective determined at
the outset of the research project: to develop an e-business technology adoption profile
specifically for the construction industry players.

The two goals of this adoption profile are to:

e Firstly, describe the attributes of firms corresponding to different degrees of e-business
experience and capability.

e Secondly, to propose, grounded in empirical case studies, a series of recommended steps in
relation to the adoption-decision process relevant to each degree of e-business capability and
experience with the aim of providing a framework for firm's to assess their degree of e-
business Adoption and move along the appropriate e-business adoption pathway

Towards achieving the first goal a two day workshop was held at the University of Newcastle with
both research teams in attendance and the following degree of adoption profile in relation to e-
business experience was developed based upon the findings of the 6 case studies. The following
Table 16 outlines the template which has been developed specifically as a result of interviews
with 66 organisations in the construction industry which can be used to identify and classify e-
business experience across 3 dimensions of degree of adoption; rate, mode and level. Each case
study report documents in more detail the e-business experience characteristics of each firm with
various descriptions of what their current mode of adoption. The two day workshop was designed
to form an agreement on the definitions of what constitutes low, mid, high and very high e-
business experience and consideration of rate, mode and level descriptions of each category.
This section synthesises the six case study reports in this respect.

Although the six individual case studies within the overall research program have produced
identifiable differences in the research design and conduct for the case study reports produced by
each research team, these differences are considered to contribute by increasing the overall
richness and providing a wider perspective for the development of recommendations suitable to
the wide variety of organisational conditions and circumstances within the industry. Despite
methodological differences, there were identifiable trends uncovered through the cross-case
descriptions that related to the characteristics of a firm as measured on a spectrum of e-business
experience and capability from Low to Very-High.

The adoption profile developed for this report is grounded in the identification of key
characteristics and organisational attributes of firms according to this classification scheme of
Low to Very-High e-business experience. Hence, it is offered as a research outcome applicable to
all the industry partners and research participants.

The second goal of the adoption profile is achieved through the development of the description of
the adoption-decision process through the discussion of the e-Adoption Decision Pathways Model
specifically developed by the University of Newcastle research team and grounded empirically in
the interpretation of the results.

3.1 Adoption Profile Firm attributes
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The levels of e-business experience correspond to different characteristics across the degree of
adoption dimensions of rate, model and level.

3.1.1 Degree of Adoption

The Degree of Adoption and/or level of e-business Experience is a synthesis of a nhumber of
dynamic processes which only capture an organisation at a particular point in time. However, key
factors have been identified that contribute to assessing the different levels of diffusion within the
construction industry. This provides us with a diagnostic tool and hence the capability to
determine any organisation’s current and future propensity to adopt e-business solutions.

The Degree of Adoption measure provides a static and diagnostic approach in conjunction with
the measure of e-business Experience. The e-Adoption Decision Pathways Model described later
in this section attempts to reflect the dynamic nature of e-business Adoption within the Australian
construction industry.

Rate, Model and level of Adoption

In Roger’s Diffusion Theory the rate of adoption is implicitly represented as a temporal process
with adopters ranging from Innovators to Laggards spread along a time based continuum.

In these case studies it is argued that the driver of the adoption rate is not time per se but rather a
change in behavioural characteristics that are mediated through management characteristics, firm
culture and supply chain influence. So although adoption rates may still be envisaged as
operating along a time line; at any point in time a shift in the ‘perception of advantage’ will impact
upon one or more of the three key pathways: Perceptions, Compatibility, and/or Communications
and will move an organisation along the e-business Adoption continuum. A discussion on the
pathways is presented in the following section.

In table 3 previously degree of adoption was provided and definitions of the key dimensions of

rate, mode and level were presented as part of the conceptual model. We shall now revisit these
definitions and “update” them based upon the findings of this study.
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Table 15 Degree of Adoption — Key dimensions

DIMENSION DEFINITION

Rate of adoption Rate is characterised by the changes in perceptions and attitudes towards e-business
from firm, individual and supply chain as adoption moves from low level to high level e-
business experience.

Firms move from a low e-business experience and a ‘culture’ where participants
struggle to perceive the benefits to firm, individual and supply chain integration
to a very high level of e-business experience and an associated ‘culture’ where
participants perceive, understand and leverage e-business as an economic
market advantage.

Mode of adoption Mode is the form (software, internet etc) that the adoption of the innovation takes in
terms of the practical uses it is put to within the organisations practices and processes.

Firms move from a low to very high level of e-business experience displaying
four mode categories including;

1. minimal use of applications,

2. generic uses of industry standard applications,

3. externally driven adaptive applications and uses;

4. internally produced creative applications and uses
Table 16 provides descriptions of each level of mode.

Integration Level of Level is the extent to which adoption of e-business innovation is integrated into, and
adoption thus impacts the structure, processes and practices of an organisation.

On the level of adoption scale firms of low level of e-business experience have
no level of integration. Firms move from a medium level of e-business experience
to a high level of e-business experience displaying the following three integration
categories:

1. Minimal integration into processes
2. consistent integration into processes
3. rapid and reflexive integration into processes

Note: bolded text indicates additional definition
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Table 16 Mode of Adoption Descriptors

CATEGORISATION ATTRIBUTES

Minimal Uses of Applications No company web presence

Email as a secondary communication tool

Use of account-keeping software such as MYOB
EFT to pay and receive accounts

Basic use of Microsoft Office suite of applications (or equivalent)

Generic Uses of Industry Basic web presence (web-based advertising)

Standard Applications . . L
Email as primary communications tool

Use of PDF as standard document transfer format

Regular back-up of important files

Regular use of Microsoft Office (or equivalent) applications in the daily
operations of the business

Use of a CAD package such as AutoCAD for reading and modifying drawings

Externally Driven Adaptive Web presence regularly updated with relevant information

Applications and Uses .
Preference for on-line procurement

Intranet technology used to communicate with employees

Customisation of applications such as Microsoft Excel or Access database (or
equivalent) for data analysis and reporting

Mobile technology such as laptops and/or PDA’s widely used

Internally Produced Creative In-house or outsourced creation of custom business applications

Applications and Uses . I o -
PP Intranet is a fully functioning portal used to facilitate data exchange within the

company

Large-scale ERP (Enterprise Resource Planning) systems
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Table 15 Classification of e-business Experience through Degree of Adoption

eBusiness Experience

Degree of Adoption

Rate

Late Adopter

Mode

Generic Uses

Level

Medium Understand the of Industry Minimal
Benefits Standard Integration into
- Processes
Applications
Laggard
Low Struggling to Minimal Uses

Understand the
Benefits

of Applications
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3.2 Adoption profile: Adoption-decision pathways

The Classification of e-business Experience through Degree of Adoption is one part of the
adoption profile however, it is a static and thus limited description of the adoption profile. This
section describes the dynamic characteristics of the e-business adoption-decision process which
were uncovered through the QDMR, BCC and JHG case studies. This section seeks to answer
the following questions:

e How does e-business experience levels relate to firm size?

e How does e-business experience levels relate to impediments and drivers?

e How does e-business experience levels relate to inconsistent adoption patterns

¢ How does e-business experience levels relate to perceptions of advantage of e-business?
e How does e-business experience levels relate to the adoption decision process?

e How does e-business experience levels relate to e-adoption decision pathways model?
3.2.1 E-business experience and firm impediment/driver characteristics

The literature has typically provided us with studies which describe impediments and drivers. At
times impediments have been identified as initially impediments which have been transformed
into drivers. An important finding of the research undertaken in this study was the clarity with
which we began to uncover more detail about this transformation process in relation to the
construction industry players and the identification and classification of a typology of three distinct
pathways of adoption.

Numerous impediments can easily transform into drivers for further adoption once they are re-
evaluated and perhaps approached with new strategies or techniques. The tendency for
impediments to transform into drivers is demonstrated by the corresponding presence of two key
themes described by respondents as simultaneously barriers hindering and factors positively
influencing e-business adoption. These two key themes are Perceptions and Attitudes and
Compatibility with the Innovation. In addition a third impediment to adoption described as
Communication (Heterophilic; communication between diverse groups and Homophilic;
communication between similar groups) is also interpreted as an impediment to adoption in an
unmanaged state that quickly becomes a key component in firm culture as a driver towards e-
business adoption when it is addressed as a component of strategic management.

The following table 16 is a simplified assessment of each of the seven firms in the BCC study
against the set of primary barriers and drivers identified within the case studies. We have then
mapped the level of e-business experience and the size of the firms. It became apparent that the
firms indicated aspects of each of the barriers and drivers in varying degrees which could be
categorised on a spectrum from low/negative to average/neutral to high/positive.
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Table 16 Assessment of case study firms — BCC case study

In;ggslis;(;nt Perceptions Co\:vrztr;]a;c;]béhty Hﬁger:]c:)pr;::“ic;& Perceptions of
P and attitudes . : I advantage
patterns innovation communication

@ Low or negative © Averageorneutral  © High or positive === Blank
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These results can inform and guide the development of specific firm diagnostic Assessment
Framework for self diagnosis by individual firms or an Assessment Tool for larger organisations
wishing to influence the uptake of e-business by their suppliers. Larger organisations may be able to
develop rewards and incentive programs for their suppliers which are more targeted and more
effective strategies than now. It will also inform the choice of various tools, techniques and strategies
and new policy development or initiatives and programs aimed at improving e-business uptake.

Strategic questions can be asked :

What type of firm is this initiative aimed at?

What level of e-business experience is the firm or group of firms at?

How will this initiative improve managers’ perceptions and attitudes towards e-business?

How will this tool assist training if indeed it is training that is required?

How will this e-business technology transform the business processes of the target audience?

How does this new e-business initiative impact upon compatibility of technology or process between
firms in various supply chain?

What influence will the e-business technology have on productivity of the firms it is aimed at?
Are these firms concerned with risk of return on outlay?

Are they concerned with compatibility of systems or standardisation?

Are we a large enough client to influence or demand compatibility with our systems?

What do our ‘competitor’ clients demand of their suppliers?

3.2.2 Pathways from impediments to drivers

It then emerged from the analysis of the three case studies a discernible pattern of driver and
impediment characteristics and associated attitudes towards e-business and perceptions of
competitive market advantage towards e-business. We found that within the firms investigated in the
construction industry in relation to e-adoption numerous impediments can easily transform into
drivers which then translates into further adoption.

The tendency for impediments to transform into drivers is demonstrated by the presence of key
themes described by respondents as simultaneously barriers hindering but then factors positively
influencing e-business adoption. These patterns can be seen in three identifiable Pathways which
we have termed : Perceptions Pathway, Compatibility Pathway and Communication Pathway.

The following discussion outlines a set of inter-related pathways that define the transformative
relationships between the key themes discussed by respondents in the study. Pathways are the
combination of the processes and strategic re-evaluations discussed by respondents as means of
overcoming social, cultural and economic barriers to adoption by transforming the same structural
conditions and organisational practices into resources for further adoption decisions and perhaps
innovation.

The underlying starting point and context for e-business adoption is inconsistent adoption patterns

and market economics - but from this position there emerged three pathways: Perceptions and
Attitudes, Compatibility with the Innovation and Communications which are influenced by:
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management characteristics, organisational and economic benefits and firm culture but in different
ways. Firms who had reached very high levels of e-business experience exhibited high or positive
attributes in management characteristics, organisational and economic benefits and firm culture and
had moved through all three pathways. Firms who were of high e-business experience had passed
through the Perceptions and Compatibility Pathways; firms of medium e-business experience had
passed through Perceptions Pathway and had elements of Compatibility Pathway and firms with low
e-business experience were in the early stages of the Perception Pathway (refer to Figure 7). It is
noted that in organisational practice it is not so easy to identify a clearly defined starting point in a
situation where there are a complex set of causal factors. Although represented as sequential and
hierarchical it is noted that they are interlinked; i.e. changes in perceptions can lead to changes and
improvements in communication modes or changes in perceptions leads to changes in compatibility
which then further builds to improve perceptions and attitudes towards further e-business adoption.

A

Consistent and integrated
adoption patterns within and
across supply chains

Perceived high levels of
competitive market advantage
and capacity fo manage
perceived risks

Communication Pathway

E-business
experience Compatability Pathway

Perceptions Pathway

Inconsistent adoption
patterns in supply chain
Perceived high levels of risk
and low levels of
competitive market

>

Degree of adoption dimensions: rate/mode/level
Increasing sophistication at individual, organisational and supply chain levels

Model of e-Adoption decision Pathways
Australian Construction industry
London 2007

Figure 7 Model of e-Adoption Decision Pathways Model for the Australian Construction Industry (London, 2007)
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Table 17 Perception Pathway

PATHWAY

Perceptions

‘ DESCRIPTION

Initial state: High levels of inconsistent adoption patterns internally & across supply chains and firm highly reactive to market economics

Primary impediment: Underlying negative attitudes towards e-adoption by management and staff and minimal or no apparent perceptions of
economic advantage of e-adoption by management. High levels of homophilic communication (i.e. communication between individuals in groups who
share common beliefs and have mutual understanding of each other) and high levels of shared belief and attitude of resistance to e-adoption, low
levels of diffusion of e-adoption. High resistance to heterophilic communication (i.e. communication between individuals who have different beliefs,
education and socioeconomic status).

Pathway: Perceptions and attitudes

Management characteristics:

Management levels of awareness improve and move from active resistance to low levels and tacit understanding
Decision making changes from active resistance to some degree of support for e-adoption

Low level compatibility problems may be considered and resolved

Perception of complexity begins to change from that of difficult to complex but may be solvable

Improved understanding of e-adoption as a business proposition and less as a technological problem to actively resist
Improved attitude towards training and a movement from resistant to small levels of organisational wide support
Management are less dislocated from the technology

Organisational and economic benefits:

Management begins to develop improved perceptions of economic benefits

Firm displays minimal though discernible benefits in at least one of the following: productivity, streamlined processes or reduced communication costs
(rework, time delays)

Firm culture:

With low levels of tacit support firm culture and engagement is where the greatest transformation takes place — “a little bit goes a long way”...
Staff move from low levels of technology use to improved utilisation of technology and improved realisation of the capacity of technology
Staff begin to feel a greater degree of individual autonomy and empowerment

Staff improve internal communication and begin to develop improved social and business networks

Low levels of learning are initiated through homophilic communication networks

Final state: Changed perceptions and attitudes and some improved perceptions of advantage:

Management and firm begin to change perceptions of and attitudes towards e-adoption and increased confidence in: personal capability, technology
capability and market advantage improves an e-adoption level which in turn explicitly improves organisational and economic benefits — not only the
perceptions of benefits but real benefits are in evidence. Compatibility issues are still significant and although some slight changes may have
occurred they tend to be relatively less significant even though there is still a high degree of variability in software used - because of the overall low
level of e-adoption the problems of incompatibility perhaps are not fully realised because they are not realities. Management and staff primarily
communicate within homophilic communication networks.
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Table 18 Compatibility Pathway

PATHWAY
Compatibility

DESCRIPTION

Initial state: Inconsistent adoption patterns internally & across supply chains and firms reactive to market economics

Primary impediment: Incompatibility of e-adoption across organisations with varied software platforms or version and corresponding lack of accurate
information transfer and corresponding frustration and negative attitudes and perception of e-adoption as complex and difficult. Incompatibility within
an organisation of the technology to firm processes leading to low levels of perceptions of economic advantage of e-adoption and negative attitudes
by staff and managers. There are market economic impediments linked to incompatibility impediment including lack of internal pressures and lack of
supply chain market incentive (upstream client demand and downstream supplier pushes).

Pathway: Compatibility

Organisational and economic benefits:

Managers perceive or are pressured towards e-adoption and address incompatibility issues due to clients demand and/or

A form of e-business adoption takes place and the innovation is intuitively useable and functionally simple and then the

Firm moves from a lack of compatibility in terms of processes and communication to an improved or more streamlined state of streamlined
Firm indicates a degree of improved information management

Firms indicate some form of reduction in communication costs and reduced operating costs

Managers perceive an improvement in productivity

Firm culture:

Negative attitudes and perceptions of complexity and difficulty are transformed to more positive attitudes and perceptions and less resistance by staff
when the practicalities of use and integration with other internal systems and external systems are addressed

Perceptions and attitudes:
Managers perceive organisational efficiencies and move from high levels of resistance to improved levels of engagement

Managers perceive economic benefits to firm and improved e-business compatibility as aligned with firm objectives move from high levels of
resistance to support for compatibility improvements

Final state: Improved levels of compatibility with innovation and improved perceptions of competitive advantage:

Management and firm begin to change perceptions of and attitudes towards e-adoption and increased confidence in: personal capability, technology
capability and market advantage improves an e-adoption level which in turn explicitly improves organisational and economic benefits — not only the
perceptions of benefits but real benefits are in evidence. Compatibility issues are understood and less significant and there is less degree of variability
in software used, improved compatibility with client needs and increased levels of standardisation.
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Table 19 Communication Pathway

PATHWAY

Communication

DESCRIPTION

Initial state: Inconsistent adoption patterns internally & across supply chains but compatibility issues have been resolved or are considered solvable.
Firms are responsive to market economics but can see competitive advantages to e-adoption or may have experienced competitive advantages.
Attitudes and perceptions towards e-adoption are positive.

Primary impediment: the primary impediment is in relation to communication in ‘hard’ and ‘soft’ forms. There is a general resistance to heterophilic
communication and a generational problem. There are duplication of various systems; i.e. paper based and electronic and a general level of
communication network underutilisation from one organisation to another.

Pathway: Compatibility
Management characteristics:

Management are more aware of the idea of ‘managed ' innovative practices and processes in relation to e-adoption and move from resistance to
heterophilic communication and insular and self-referential social and business networks to support, encourage and foster diffusion of ideas through
difference of opinions often found in heterophilic communication

Management actively support and resource continuing education and reward innovation in e-adoption practices in the firm

Firm culture:

Firm culture is transformed from silo communication and lack of trust to high levels of trust and widespread communities of practice
Employees move from lack of empowerment to high levels of empowerment

Firm processes and practices are less rigid and become adaptable — a culture of e-innovation — adaptable, reflexive and continually seeking
opportunities

Organisational and economic benefits:

Firms move from a perception and some degree of organisational efficiencies and economic benefits to perceptions of competitive advantage that is
offered by e-adoption.

Firms move from perceptions to realities: in relation to streamlined processes, reduced communication costs and improved productivity.
Final state: Heterophilic and homophilic communication patterns and high levels of perceptions of competitive advantage:

A culture of innovation grounded in effective management of heterophilic communication where incompatibility is less likely to be an obstacle and less
likely to be evident. E-Adoption is considered to an integral component of the organisation’s business strategy and integral to core business rather
than a support function to ‘design’ or ‘construction’. New e-adoption technologies are evaluated in terms of how flexibility and adaptability capabilities

and the contribution to the competitive and commercial potential of an organisation rather than fit to pre-existing organisational requirements.
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4.0 Recommendations

These recommendations are designed to provide an overall guidance to the industry and in particular the larger organisations interested in
developing e-business leadership, through the establishment of e-business capabilities for the use of their client organisations or in other words e-

business ‘hubs’

Recommendation

Action by...

Focusing on...

4.1 Create e-business diagnostic capability

Building upon the ‘pathways’ methodology create a diagnostic kit of Degree of e-business adoption
(rate, mode and level) to enable larger organisations to assess and diagnose their own and those firms
they wish to influence Degree of e-Business Adoption

Industry organisations

Organisations planning to
create ‘hubs’; and their
target suppliers

4.2 Create e-adoption Pathways plan
Building upon the ‘pathways’ methodology and after diagnosis of degree of e-adoption profile for target
group develop clear actions aimed at identified groups in relation to impediments and drivers

Industry organisations

Organisations planning to
create ‘hubs’; targeted
key suppliers

4.3 Develop ‘client-experience’ program

Employees from larger organisations intending to act as e-Business ‘hubs’ to arrange ‘work-experience’
visits to smaller organisations to gather first-hand information about the target firms work environment to
inform internal e-adoption plan to support targeted suppliers

Organisations planning to
create e-business ‘hubs’

Internal knowledge
acquisition; External
target audience

4.4 Develop ‘back-to-basics’ e-business rollout program
Improve usability of each e-Business site/portal; focus of usability — from the users’ perspective — with
limited functionality to begin with.

Organisations planning to
create e-business ‘hubs’

External target audience
(mainly smaller
organisations)

4.5 Develop ‘value-based’ e-Business rollout program
Process improvement must be a key focus for e-Business ‘hubs’ to be achieved by identifying key e-
Business metrics for adoption rate

Organisations planning to
create e-business ‘hubs’

Internal processes
and priorities;
External target audience

4.6 Create e-business communications plan

Create a ‘hearts-n-mind’ communications plan to assist the typically smaller organisations change their
attitudes towards e-Business; lead them through the E-business Experience Diagnostic Tool and
Pathways Plan— may be indirectly by example using case studies; communicate specific initiatives
others have taken to create economic and competitive advantage for their organisations; communicate
the strategy and key features of specific e-Business ‘hubs’; create a e-Business hub ‘user-group’ to gain
direct feedback and establish ongoing user creditability.

Industry organisations;
Organisations planning to
create e-business ‘hubs’

External target audience
(mainly smaller
organisations)
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