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Impediments to IT adoption in business relationship:
Evidence from Australia and Finland

Abstract

The purpose of the paper is to describe the impetisnto information technology (IT)
adoption and possible solutions in the context wdifess relationships by drawing on
case studies conducted in both Australia and Fihiarthe heavy manufacturing sector.
Across various industry sectors managers have edagifferent types of IT tools to
coordinate their relationships with their countetpaHowever there has been little
academic research in this area until recentlyhasrésearch has been focused on large
firms in technology rich industry sectors. Throutfie cases discussed we attempt to
identify some of the impediments to IT adoptiomatggies for overcoming them and by
doing so we are adding to the body of marketingukadge on business relationships.
The in depth case studies were conducted in the stenufacturing industry in Finland
and in the marine defence (shipbuilding) industryAustralia. The findings indicate that
doubts about the security of shared informatiorgssmig mutual benefits, incompatibility
of IT systems, inadequate IT resources, uncertabityut the future directions of the
relationship, information rich working routines .i.éace to face communication, IT
deployment not being part of the industry standard investments not justified by the
relationship seems to be the most significant impedts to IT adoption in heavy
manufacturing in Australia and Finland. For managhis paper provides some insights
to manage IT adoption in the heavy manufacturiystry. For academics, we broaden
the discussion on IT adoption in the context ofiless relationships in industry sectors
that have not been traditionally targeted. Thisgpdpcuses on one industry sector using
case studies and as such there are limitationshwhean the generalizations are weaker
than in a broad scale quantitative research.

Business relationships and information technology

Various aspects of long-term business relationshgps been studied since the 1960s
across a number of industries (see e.g. steel tyduhanson, 1966; Snehota, 1982;
advertising industry Halinen, 1994). The introdantiof information technology (IT)
such as mainframe computers in the 1970s changedfate of business within
organisations and with the advent of PCs, netwgrkamd the internet IT impacted
relationships between organisations (Markus andelRob988; Grover, 1993; Stern and
Kaufmann, 1985; Chatterjee and Ravichanddran, 20%2Hording to Ryssel, Ritter and
Gemuinden (2004) IT in the business context incluc®puter hardware, software,
communication systems and inter-organizationalesyst In their extensive literature
review on business to business marketing Reid #aikR2000) addressed the need to
study the influence of computers on business miagkeBuilding on this work a number
of studies have appeared after the publicatiorhefarticle that have investigated in a
broad sense the influences of IT on business oalstips (see Leek, Naudé and Turnbull,
2003; Ryssel, Ritter and Gemuinden, 2004; Ritter\&fatter, 2006; Salo, 2006a).
Generally speaking the entry of IT into businesktionships has provided instant
direct access to information within and betweeraaiggtions improving communication



and exchange processes (Rao, Perry and Frazer). 2003hermore, when business
relationships move beyond trading using the intebrased technologies to increased
levels of engagement using electronic commercebthendaries between organisations
can become blurred (Ratnasingam, 2004). This isc#fse for example in contracting
software development. The adoption of IT can bewbte edged sword, while increasing
the exchange of technical or commercial data tiestill a large amount of “soft” data
such as product usage data, conditions of agreekm@miviedge embodied in employees
and general organisational information that is| sdkchanged through personal
communications channels (Leek, Naudé and TurnB0D3). It seems to be a forgotten
aspect in business relationships that they aredb@sérust and social communication and
it is the social interaction that influences aneates the relationship (see Turnbull, 1979;
Cunningham and Turnbull, 1982). Moreover, sociampgwnication has a central
revitalizing role in the business relationships ahduld not be fully eliminated from the
relationships. As emphasized by Leek, Naudé anchbill (2003) the social role of
interpersonal contacts between organizations ioitapt for the development of long
term business relationships. However, the digitirabdf these interpersonal contacts can
lead to a more distant relationship compared te-faeface contact.

The research carried out in Australia and Fidléocused on the adoption of IT in
business relationships and the impediments todbgtan of IT in business relationships.
In both studies the business relationships werevdet firms of differing size. Areas
discussed include the characteristics of the figglied, the industries in which they
operated and the characteristics of the relatiqussim relation to the adoption of IT. The
next section presents previous literature on IT pada impediments. After that,
methodological choices are detailed. Then, we ptesase studies. Finally, we provide
results and conclusions.

Impediments to IT adoption in business relationship

Drivers and impediments to IT adoption in businetstionships can often be the reverse
of each other. The drivers for a firm to adopt fira business relationship were first
conceptualized by Barrett and Konsynski (1982) ast creductions, productivity
improvements and product market strategies. Asetved of participation in the use of IT
in the business relationship increased so to thel ¥ commitment, resources consumed
and the complexity of the operating environmenteased (Barrett and Konsynski, 1982).

According to Chatterjee and Ravichanddran (2004) rationale for adopting IT in
business relationships can be placed along a sjppedtom a purely economic approach
focused on competitive position, efficiency andtafectiveness to the prevailing inter-
organisational relationships where factors sucthassize and power of an organisation
can determine its likelihood of adopting IT.

The perceptions of the benefits of IT in bussmeslationships can vary between
organisations within the same business relatiosshighere can be a *“relationship
satisfaction gap” between the two organisationseduy differing levels of expectation,
trust, dependence, commitment and power between diganisations. To one
organisation the adoption of IT can be seen asrddgaous and to another a necessary
evil (Vlosky, Wilson and Vlosky, 1997). Factors buas the historical length of the
relationship, the economic importance to the org@tion and degree of inter



organisational social and structural bonds tencetiuce the “gap” (Vlosky, Wilson and
Vlosky, 1997).

Ratnasingam (2004) suggests the following wietting up a collaborative relationship
around web enabled systems, the agreement on a@omoal among the collaborative
firms, finding or creating value and ongoing retdor all partners in the project,
integration of the organisation’s internal systegmsl implementing security systems to
protect information exchanged between the organisst

Ryssel, Ritter and Gemiunden (2004) found tha #htroduction of IT into a
relationship alone does not create value howewest tand commitment did have a
significant impact on value creation and the awghtmmcluded that value creation was a
function of the relationships in the collaboratamd not of the IT deployed. Trust and
commitment were often cited as precursor to thep@dio of IT. It must also be taken
into consideration that use of IT can also impeatiea business relationships which can
have a negative impact on the level of trust (Ry$digter and Gemiinden, 2004).

Security is a major issue with any inter-orgatigal system and without sufficient
security there will not be the exchange of detailefdrmation which assists in the
development of trust between organisations (Ratgasn, 2004; Salo, 2006a).
Previously, trust has been described in the coméxtusiness relationships however
Ratnasingam (2004) identifies trust specifically relation to the use of technology
between firms. Ratnasingam, (2004, p. 383) defiaeknology trust as “the subjective
probability by which organizations believe that thederlying technology infrastructure
is capable of facilitating transactions accordingtheir confident expectations”. The
author identifies 11 facilitating conditions for ctewology trust, ability, integrity,
availability, accessibility, efficiency, flexibift standardization, compatibility,
performance, reliability and security.

Perry, Cavaye and Coote (2002) in their studytro$t and the adoption of IT in
business relationships identified social bondgrast as equity, trustworthiness, conflict,
benevolence and commitment, but also technical $dodtrust being competence and
investment. Competence is the expected level dbprance of business transactions
and this level of competency is the determinarthefamount of investment in IT by the
collaborating firm.

The introduction of inter-organisational IT ®sis such as electronic data interchanges
(EDI) has caused a shift in business transactiooms fabor focused to a capital focus.
The adoption of such systems is not triggered bgsare to upgrade but is often the result
of external pressure by a larger partner. The tmlof an EDI is often a means for
further strengthening the bonds between firms (Mpflfasliyan and Wood, 2003).

The use of inter—organisational systems bringis them a flow of knowledge between
organisations and issues of management and secliityraisingham et al. (2002)
suggest that knowledge management is key to sdatese of inter-organisational IT
systems as through these systems there can bereadplarganisational boundaries. So
while there is a need to share information therals a need to protect sensitive
information within their organisations.

Thuraisingham et al. (2002) states that knowderdglike a resource which is shared
across organisations in a collaborative situatiowdver it is also a source of individual
or organisational advantage and power which cresgsistance to collaboration. For
smaller firms knowledge is a significant asset btlbe traded and to be gained from



others (Echeverri-Carroll, Hunnicutt and HanserQ8)9 They found that smaller firms
benefited from relationships with larger firms bgirgng access to a larger pool of
information, in turn the larger organisation depeima the specialist knowledge of the
smaller firms. Echeverri-Carroll, Hunnicutt andridan (1998) found little evidence of
control by the larger firms over smaller firms’ @&aon to adopt IT adoption.

Smaller firms can also be knowledge generatodspayers in innovation both within
the firm and in collaboration with others, yet doetheir lack of formalised systems and
focus on day to day survival often fail to make thest of the knowledge created
(Kitching and Blackburn, 1999; Levy, Loebbecke aRdwell, 2003). According to
Kitching and Blackburn (1999) SMEs realised thengigance of new knowledge and
intellectual property to their business survivat ykis did not directly affect their
management practices.

The effective management of knowledge generatidin a specific relationship is
important for sustained competitive advantage andueh SMEs can end up as losers
(Levy, Loebbecke and Powell, 2003). IT is used tores and exchange explicit
knowledge, however SMEs tend to be poor adaptordTofwhich hampers their
knowledge management (Levy, Loebbecke and Pow@di3 R

From the discussion of drivers and issues aroiined adoption of IT in business
relationships the following table was synthesizdthe factors identified could be
classified as economic or technical which are edeieneasure and those that are based
around social or relational factors tend to be miot@ngible and difficult to value.

Table | Issues influencing IT adoption in the basmrelationships

Economic and technical Authors Impediments
enablers
Cost reductions Barrett and Konsynski, No real or perceived competitive
Productivity improvements (1982); Chatterjee and advantage from shared IT
Product market strategies Ravichanddran, (2004);
Competitive position Echeverri-Carroll, Hunnicutt
Efficiency and cost effectivenegsand Hansen, (1998)
Access to information
Routine and simple exchange | Bensaou and Venkatraman, | Information rich and complex
process (1996); Salo, (2006a) exchange process
IT resources and skills Salo, (2006a); Poor IT resources and skills
Technical trust and bonds Perry, Cavaye and Coote, Absence of the technical bonds
Level of integration of the (2002); Ratnasingam, (2004); Incompatibility and rigidity of IT
organisation’s existing internal | Salo, (2007a), (2007b) systems (need specific IS adaptefs)
systems i.e. level of IT
investments Insufficient security protocols
Level of implementing security
systems to protect information Fear of losing mission critical
exchanged between the information after relationship
organizations dissolution
Finding or creating value and | Ratnasingam, (2004); Salo, | Inability to create on going value
ongoing return for all partners in (2006a) from the relationship
the project
Social and relational Authors Impediments
enablers
Common history between the | Clemons, Reddi and Row, Lack of trust and commitment
organizations (1993); Vlosky, Wilson and

Vlosky, (1997); Naudé,




Holland and Sudbury, (2000

Power balance between
organisations

Chatterjee and Ravichanddra
(2004);

Vlosky, Wilson and Vlosky,
(2997);

Morris, Tasliyan and Wood,
(2003)

nPower asymmetry imbalance

Trust and commitment
Social bonds

Vlosky, Wilson and Vlosky,
(21997);

Perry, Cavaye and Coote,
(2002); Salo, (2006a)

Lack of trust and commitment
Absence of social bonds

High level of integrity,
availability and accessibility,
efficiency, flexibility,
standardization, compatibility,
performance, reliability and
security of IT

Salo, (2006a);

Perry, Cavaye and Coote,
(2002); Ratnasingam, (2004)
Salo, (2007a), (2007b)

Low level of integrity, availability
and accessibility, efficiency,
flexibility, standardization,
compatibility, performance,
reliability and security of IT

Dependence

Vlosky, Wilson and Vlosky,
(1997)

Low dependence

The agreement on a common
goal and value created

Ratnasingam, (2004); Salo,

(2006a)

Lack of common goals and
disagreement on value creation

Methodology

The research sought to expand existing knowledgenar business relationships and the
use of IT in the context of heavy manufacturing.eDio the novel nature of this
phenomenon and the complexity of business netwiarkarticular both researchers used
a case study methodology. The choice of case s#alidwed the investigation of a
“contemporary phenomenon within its real-life cotten circumstances were the “the
boundaries between phenomenon and context [wereklearly evident” (Yin 2003,
p.13). Since we are dealing with a relatively neeaaof study in which the researcher
has only little or no control over the events thia occurring in a real-life context, a case
study is a very appropriate method (Stake, 199%313p-454). The use of a case study
approach allowed the investigation of the intetrefeship of the various parties and also
the identification of specific relationships betwearganisations from both sides of the
relationship.

Case selection is a crucial phase in case @seand advice on case selection is
therefore extensively provided in literature (Eisardt, 1989; Pettigrew, 1989; Perry,
1998). The case companies were selected basedeoretical sampling, in which the
cases are selected so that they represent theeprobl the study. Nevertheless, the
decision as to how many and which particular casesselected is left to the researcher
(Romano, 1989). We selected a total of six comatiat formed three business
relationships. Two relationships were based on raliah data and one on Finnish data in
order to capture some aspects of impediments adddption in heavy manufacturing
industry business relationships. The main datacsotiirough which IT impediments
were conceptualized consists of 14 semi-structurdgdrviews (Kumar, Stern and
Anderson, 1993; Arksey and Knight, 1999). Priortlte research being conducted the
researches agreed on key themes of investigatidrireninterviewees were accordingly
asked to specify aspects of business relationsimpstnal as well as connecting IT



systems and impediments to IT adoption. The choidaformants was premised on the
principle that information is best elicited from gme who have knowledge of the
phenomenon and who have been involved with stubliegsiness relationships and IT
adoption. After interviewing relevant informants,ewwere able to perceive some
saturation in both Australian and Finnish data, funther cases or informants were thus
not needed.

Table Il Interview data
Australian interviews

Company/informant Position Date, and duratiomédtiview
Alliance Shipbuilding and Supervising Project April 2005, 1.5 hours
Upgrade (N1) Manager

Alliance Ship Repair Contractor to Defence

Maintenance (N2) May 2005, 2 hours

Through Life Support

Naval Combat Systems (P6) May 1, 2005, 2.5 hours

Manager
Z\Ipa7v)al Communications SyStemSPresident April 2005, 1.50 hours
Finnish interviews
Alpha
Purchasing Manager November, 2003, 1 h 40 min
Business IT Manager March, 2004, 1 h 30 min
IT Manager March, 2004, 1 h 45 min
Technology Advisor March, 2004, 1 h 45 min
Production Planner March, 2004, 2 h
Product Manager March, 2004, 2 h
Beta
CEO November, 2003, 2 h 10 min
CIo November, 2003, 1 h 45 min
CFO November, 2003, 1 h 55 min
Production Manager November, 2003, 1 h 30 min

All the interviews were taped with the interviewe@ermission and then transcribed and
analyzed accordingly and in Australia data Nviveoftware was used. We employed
qualitative data analysis in order to thematize riegterial (see Miles and Huberman,
1984). We also used documents, minutes of meetingsistry reports and company

visits to triangulate the respondents’ answerssuggested in literature (Patton, 1987,
Yin, 1994). Data triangulation was used between itliermation sources mentioned

above. In practice, data triangulation was firgdito compare the different perspectives
presented by each of the interviewees and, subst#gu compare the interviews with

other sources, such as industry reports, in ordewvalidate our observations and

interpretations. The results are presented in tet section. The identities of the

companies or the respondents are not revealeeédsons of confidentiality.

Case studies

One of the main focus of both studies was to ingatt the use of shared technology
within business relationships, however level ofreaechnology used was well below
expectations, considering the number of large natiand multi national companies that
were involved in the studies.



Development of the business relationships

In the Australian study two specific business reteghips were investigated between N1
and P6 and between N2 and P7. The firms studied part of a multi-industry cluster
incorporating marine, defence and resources ingsslocated in Western Australia. N1
was an alliance organisations established to seithie Australian Navy and had been in
existence for over two years. Prior to this the tmain subcontractors such as P6
involved with the building of the ANZAC class ofidgates dealt directly with the Navy.
The establishment of N1 was designed to provideadinated approach between the
Navy and the subcontractors for shipbuilding andrage. At the time of the interviews
N2 a contractor to the Navy was in the process aifing up a similar alliance
organisation for the maintenance and repair offtigates. N2 was a private contractor
brought in to try and provide some form of intedabetween the Navy and the
contractors one of which was P7. Hence the relahignbetween N2 and P7 was not as
formalized as the one between N1 and P6 at thedirtiee research.

For N1 the development of the alliance and thdig@pation of the subcontractors
within that alliance had meant significant gains tfte Navy in the speed and quality of
the building and upgrading of vessels. P6 saw lienee as advantageous by “halving
the time it takes to turn around upgrades and gdmogi open communication,
responsiveness, flexibility and reduced risk”.

An ad hoc relationship between N2 and P7 hastexkifor the past four years however
the planned move to an alliance with a new striectoray be a little more challenging”
according to N2. The shift to an alliance accordimdN2 would “reduce duplication of
effort and simplify structures and business proegsdt was pointed out that defence
personnel are transient as they are often beintegpossewhere at short notice. The
formation of an alliance would allow for knowledge be retained within the corporate
personnel giving greater stability. N2 considerattlan alliance would provide an
“efficiency of resourcing and access to manpowet@asbat system expertise is in short
supply in W.A., it also will reduce double handliofyfinancial tasks”.

In the Finnish context one business relationstag investigated between Alpha and
Beta. The firms studied are independent companiesduld be seen as part of a multi-
industry cluster incorporating various metal indystelated companies operating in
Finland and Europén the Alpha-Beta business relationship partiesHaeen committed
to a business relationship for over 40 years. Thpigcal context of the case is the steel
processing industry. The buyer, Alpha, is a medsizad steel maker in Europe while the
seller Beta, is a large machine workshop locatedrimand. Beta was established in
1960s about the same time as the Alpha. Busineis Alpha started with heating,
plumbing, and air conditioning (HPAC). In late 1868nd in the beginning of the 1970s
the main area of business in the relationshipseshtb different types of steel objects and
especially heavy steel products which were neegelthd Alphas end customers. As the
number of business activities grew between them Aptia demanded more services
from Beta's workshops Beta enlarged consideralayr thorkshops and became a major
player in specialized steel engineering operation&inland. In the 1980s the HPAC
business was no longer the main business focusiaDiascribes: “HPAC was totally
dissolved in the mid-1980s”. The main focus of bluisiness shifted to steel engineering.
Clearly, Beta was focusing their operations andigfieing in areas according to Alpha’s



demand however, it was not only Alpha who needeecigpzed steel engineering
services but also companies in the paper indusidythose needing heavy steel object
engineering also were customers of Beta. CEO o& Bated that “We have organized
our activities so that we can make offshore sohdidirectly to end-customers. We have
needed quality systems and different certificateglace”. Furthermore, at the beginning
of the 1990s Beta commenced exporting its prodawcts their share of export revenues
started to grow steadily.

Basically, the Alpha-Beta relationship has grofrom simple HPAC transaction to
involve complex offshore solutions. This has beessible as both Beta and Alpha have
developer their internal resource based and skillselation to changes in their end
customer demand. As their end customer wanted roongplex offerings those were
jointly developed. Currently, Beta is one of thgdgst steel engineering workshops in
Finland and Alpha is one of the leading steel niill&urope.

State of IT usage in the business relationshipsastralian and Finnish Cases

Across the two studies there were consistently levels of the use of IT within the
business relationships. In the Australian rese#iiehuse of IT in business relationships
was lower level than that used within the individoeganisations. The alliance which
N1 and P6 were part of had its own network whioh plartners accessed. In contrast
there was no shared IT between N2 and P7 withrel@ctinteractions through email. P7
has restricted access to the Navy network to viesv dtatus of vessels. The level of
access of the Navy network has increased recengytd the rise in the use of private
contractors, rather than Navy personnel, that rmairiiavy vessels. Despite the low level
of the use of IT within the relationships studiezhéfits to adoption identified included:
the consistency of documentation and processessorganisations; common or shared
expectations and knowledge provided and accessféomation which allowed for the
scheduling of work and project management. P6 camtinat the firm “needed to be in
the relationship for the long term to make therniWestment worthwhile”.

In the Finnish case from the 1960s to 1980setiveas no IT used in the business
relationship between the parties. However, somernal applications like office
computers and software were acquired during thas.tBasically, the telephone and the
fax were most important means to communicate amthage information if personal
communication was out of question. It is pointed that almost all of the interaction
between the parties at the dawn of the relationslaip based on social interaction which
also created a trustful relationship. Unfortungtelyrganizational changes have
undermined the created trust and the relationsiagp tme. As the volume of exchange
increased more people were hired and all theserfaatcreased internal complexity of
communication. Internal systems were underdevelapeidcommunication was based on
manual exchange of papers and social communicatlamy meetings were needed to
get things done in the relationship and there wassther identifiable routine
communication patterns nor same products exchabgedeen parties, or if there are,
they were a small volume of the total amount ofhexges in the relationship. Thus,
information and transaction flows between compawniere not easily identified, codified
and predicted as in the relationship between staidnd wholesalers involved in the
cereal business. Moreover, from the beginning theticuity of the relationship was



constantly being questioned by both parties. Comeation and exchange patterns were
rather simple and the relationship was asymmesiige Alpha was in a commanding
position due to its role as a large buyer of subemting services. Beta managed to serve
Alpha and others with a relative small number oplayees involved in administration.
This kept internal communication simple at firsimBarly, the business relationships in
the Australian cases highlighted the divergentural of the firms involved and required
significant cultural change and adjustment by gzantty in order to work together.

The introduction of IT into existing businestat®nships in both studies has been slow
and face a number of impediments. In the Austrairdy there was no common IT
system between N2 and P7 only limited access tdNde/'s systems. For N2 multiple
systems and the lack of continuity in formattingimformation across the Navy's and
subcontractors IT systems made locating informaégtiemely time consuming. Both
N2 and P7 found restriction due to security, ietlhal property issues and the red tape
involved in getting clearance for employees to asddavy systems. P6 considered the
introduction of a shared system created conflidtvben the firms when settling on a
single system rather than maintaining their différél systems. In the Finnish case
Alpha invested heavily in various IT applicationsdasolutions including electronic
marketplaces, point-to-point connections with costs and suppliers and different
software applications during the 1990s and 2000seker there were no attempts to
integrate with Beta. For Beta scarce resourcesaaetlictance to adopt IT has mean their
investment in only some applications and thoughséh@nvestments were carefully
planned currently the solutions cannot be eastlgrated. It was in the mid 1990s when
e-mail was first utilized between the Alpha and Beta to inform about plant visits.
Besides e-mail exchanges sometimes welding softwaght be send from the Alpha
over the Internet to the Beta.

In contrast the larger organisation in the bessrelationship in the Australian case, the
Navy rather than being the leader in IT was seesdmye interviewees as having old and
inflexible IT systems and that this would cratefidifities in using shared IT. The
perspectives on the adoption of new IT systems ware divergent while N1 saw the
alliance as a “platform of procedures and procebgtware reviewed and updated
collaboratively between the three partners” P6 #aag a “Navy driven project that was
pushed from top down with quite a bit of disagrestrend sabotage at the lower levels
of the respective organisations”. For N2 and R/dhly new IT systems came from the
Navy and were filtered down to the commercial sulb@xtors with restricted access. In
the Finnish case it seems that organizational aeirgAlpha have altered relationship
with Beta and that has also caused the feeling msing common goals in the
relationship. Moreover, Alpha does not use longatesontracts with Beta and that
manifests itself as the lack of common goals. Iditaah, Beta has limited IT resources,
skills and the overall interest to adopt IT is kied. Basically, the relationship is complex
in the communication and exchange pattern and wtetreases the opportunities to
automate activities (see Bensaou and Venkatran®@®)1To sum up in the Finnish case,
the lack of common goals and benefits and increamgdnizational changes have
severely inhibited the level of shared IT adopiiothe relationship.
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Results

Both cases highlighted context and case speciff;ediments to shared IT adoption in
the business relationships studied. It is notetriggults presented are only illustrative in
nature as case studies attempt only to providd Bqaanations. It is suggested that the
results presented are relevant for the heavy matwfag, steel manufacturing and
engineering industries. Other industrial areas tenefit indirectly from the results. The
findings indicate that doubts about the securitysloéred information, missing mutual
benefits, incompatibility of IT systems, inadequéferesources, uncertainty about the
future directions of the relationship, informatiaoh working routines i.e. face to face
communication, IT deployment not being part of ih@ustry standard and investments
not being justified by the relationship seems taH#emost significant impediments to IT
adoption in both Australia and Finland. There avenes notable differences that are
discussed. Table 3 presents in detail the impedsrtershared IT adoption in the studied

relationships.

Table 11l Impediments of shared IT adoption and s@mping strategies

Impediments | Reasons Overcoming / coping strategies

in Australian

cases

Lack of a The highly confidential nature of the This issue had already been identifieg
formalized industry meant that share IT in this contextand an alliance was in the process of
agreement could not be implemented between N2 arjdbeing established

P7 without a formalized agreement

Security Fears

The confidential nature of the wmelhg
carried out and the high level of competiti
meant that there was significant emphasis
on information security
Shared IT was viewed suspiciously

Create levels of access around
pliknowledge and provide a third party
5 platform to carry centralized low
security information.

Protection of
Intellectual
Property

The industry in Australia is very small with
many multinationals competing with local
firms for scare billon dollar contracts.
Partners change for each contract, so alli
can become competitors

Provision of a third party “space” or I
platform for information exchange that
protects each partner’s systems.
pS

Conflict over
the selection of

Each organisation in the relationship wan
to use the systems they were familiar with

efldopt a new system however no onelis

familiar with it which can cause more

en

support from
lower levels of
the
organization

down decision

shared IT problems

Divergent Navy tended to be hierarchical and The use of a formal agreement betwe

organizational | inflexible. Even the contractors had N1 and P6 seemed to create a commpon

cultures divergent cultures and although they platform/language for the relationship
collaborated on one project they may be | The relationship between enlisted Nayy
competitors on another causing conflict | personal and contractors will always e

difficult
Lack of The adoption of the shared IT was a top | Better implementation and changed

management strategies. Engage tho
who have to work with the system

5e

Resistance to
change

Even if the status quo was inefficient it wg
familiar.

The interviewees were predominately ex-
Navy personnel and over 45 years old

sThe Alliance with N1 and P6 proved a
successful example of the an alliance
hence the Navy's decision to create g
second alliance around maintenance
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vessels
Encouragement of culture change fro
within the Navy

Organizational
rigidity

This was particularly evident with the Nay,
which had layers of bureaucracy, slowing
change

yRecruitment of the personnel from non
-military backgrounds within the
private contractors to encourage
cultural change

Cts

common goals
and
disagreement

Impediments | Reasons Overcoming / coping strategies

in Finnish

case

Organisational| At one point in time Alpha had high internplCreating more flexible interaction and

changes employee turnover attempt to lower employee turnover if
necessary

Information In the relationship different types of heavy Attempts should be at least to create

rich and steel objects are exchanged. Most some type of drafts of possible produ

complex importantly, objects are always specificallythat could be ordered and handled in

exchange created for Alpha R&D digitally. This would decrease the

process order to finished product costs
considerably

Lack of Due to the short term contracts common | Draft long term contracts with details

goals are not created and this has hinderg
long term orientated common value creati

2chbout the volume and prices. Plan and
oprepare a future orientated common
business strategy and value creation

resources and
skills

on value map
creation
Poor IT Beta has limited IT skills and willingness toLong term contracts with some detailed

adopt IT in the relationship

suggestions from Alpha would
accelerate Betas investing in IT and |
specific learning.

Incompatibilit
y and rigidity
of IT systems

Alpha has relatively old systems from the

1970s and new systems working togethet.

Beta has some older systems and
specifically created systems that suited th
needs

Integration is complicated. However,
detailed analysis of what Alphas IT
needs to be integrated with Betas wou
efrelp. This is in place when integration
is planned. Integration might be
possible with the help of specific
adapters between systems or by using
third parties that have specific software

d

solutions who could act as middlemen.

From the Table 3 it can be seen that, there esist#arities in the cases but interestingly
there are some differences. In Australian casesnagtional culture and industry
specific impediments are central while in the Fafincase relationship specific work

routines and organizational changes have hindefedadoption.

In both cases

organizational rigidity is seen as impediment toaldoption and as contracts are short-
term this reduces future orientation in the reladiap.

Conclusion

Understanding of the nature of IT impediments isc@l for deploying IT effectively in
business relationships. The purpose of the papsrtwvaescribe the impediments to IT
adoption and possible solutions in the contextusiess relationships. We described the
impediments with the help of case studies conduictddth Australia and Finland in the
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heavy manufacturing sector. For the Australian &mthish research the impediments
identified fall into two broad categories, techhiaad organisational. For the relationship
between N2 and P7 the lack of a formalized agreérseing the parameters of the
relationship meant that proceeding with any fornslwdired IT was out of the question. In
the Finnish case exchange process was complexaatd ot be formalized. The issues
with security and protection of intellectual projyeare not exclusive to the defence
industry but perhaps more pronounced. Securityessuere not major concerns in the
Finnish case study although secure information axgh is the antecedent for IT

adoption. Security concerns need to be addresseal mmocedural and technical level.

Even when a form of shared IT was introduced a remndd issues centering on the

organisations rather than technology arose. Sharésl used to a limited extent (e.g. e-

mail) in the Alpha-Beta business relationship. Ranore, the Finnish company Beta
has limited IT skills and relies on procurementibfresources from third parties. The

jostling between those in the Australian allianegrowhose system should be used is
another indicator of the intense competition in imeustry which makes working on a

common goal difficult. It was commented by P6 ttiet process for the implementation

of the alliance between N1 and P6 had been enfdroed the top of the organisation.

This had lead to dissension among the employeesejob it was to use the new system
and there were indications of some employees undargithe new system.

The divergent cultures between the Navy whicmithe business of defence and the
private contractors who were profit driven meantgming conflict. The problem has
intensified in recent times as the Royal Australdavy has a shortage of enlisted
personnel and often has to send shore based petsamrolved with the maintenance
and upgrade of the vessels, to sea. This leadsstordinuity in working relationships
between the Navy and the private contractors. ryand bridge the gap between the
Navy and the private contractors these firms hawpleyed predominately ex navy
personnel, however this may have perpetuated sdrtiee assues around a resistance to
change and organisational rigidity. Though onlynaited study the results illustrate that
while the literature has tended to focus on tedingsues around shared IT. Additional
factors concerning the relationship and organigsatioulture also play a role in the use of
shared IT. This was especially visible in the Falncase.

For managers, we introduced IT adoption impedisierelevant in the heavy
manufacturing industry and provided some prelimindeas on how to cope with the
impediments found. Further studies are needed filos perspective to validate the
findings.

For academics, the paper has provided some aeaghat type of impediments there
are to adopt IT in the heavy manufacturing indudtnsiness relationships. Future
research is needed both qualitative in other in@lstontext and quantitative to provide
more generalizable results. To discuss, the lilitat of the paper it must be stated that
neither the industries nor the amount of intervievese identical in the studied cases but
they present relevant IT adoption impediments frdra perspective of the heavy
manufacturing industry.
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