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Information communication technology (ICT) in small and medium sized enterprises
(SMEs) has been identified by managers as a patient that is suffering from five different
diseases, is under five different treatments that will cure the patient. The SME dies due
to the shock caused by these various treatments. This thesis is an attempt to show the
importance of ICT adoption by SMEs as well as to identify the possible reasons as to
why it is undervalued by SMEs. With the help of a real life case study conducted in
three medium sized enterprises located in Northern Greece, SWOT and PEST analysis,
as well as interviews with SME management, we have both direct readout from
businesses that will tie with literature, in an effort to explain why ICT adoption in an
SME can become a drawback. Main findings include managerial pitfalls, a general
disenthusiasm to change and lack of proactive thinking. Several ideas of how to prevent
them are suggested and put forward as areas of possible future research.
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1. Introduction

In the 1980's Carlo de Benedetti was the most famous European businessman. As
President of “Olivetti”, despite four years spent in prison as a result of a economic
scandal, he is still considered as a leader. According to him, major managerial mistakes
occur when managers do not realize the era that they are now in. They have to approach
this reality with an open mind and realize what is happening in order to preempt these
oversights. Time and speed are keys to success [Naftemporiki, 2008].

The lessons gained from de Benedetti’s managerial actions are that despite a scientific
approach to management, it is very important to be aware of different aspects of the
environment in which the enterprise is operating. Information technology is part of a
technical environment which characterizes up to a point this era. It is not easy to
separate ICT adoption from management, as it reveals the speed at which organizations
are willing and able to adjust. Speed is not only used as a technical term involving
information technology crew, it also refers to managerial attitudes and their ability to
adapt to upcoming changes.

SMEs are the backbone of European economy [European commission, 2008]. With
regards to Greece, they are very much the leading type of businesses that are operating
in the country. Still, despite their importance, they face numerous problems concerning
their business environment, human resources, financial and information technology
issues [EOMMEX, 2008].

The scope of this thesis is ICT adoption by SMEs and therefore, it is an attempt to
identify the nature, as well as the outcome of this relationship. The main research
question here is whether SMEs are ready and willing to adopt ICT, and within that, why
they hesitate to do so? This topic is diverse and so in this document, research and
conclusions are narrowed down in terms of geography to the area of Greece, since it is
easier to gather more meaningful data, due to both personal working experience and
personal contacts.

Research tools which have been used to answer these questions in parallel with a
literature review are the following:

e a real life case study conducted in three SMEs located in northern Greece,
studying both their attitude towards a possible change and when the need for a
change in software arose,

e a collection of answered questionnaires distributed to top level managers working
for SMEs in different locations, including Athens,

e PEST and SWOT analysis.

Main findings include a hesitation from management towards change, an unwillingness
implement new methods and, what | feel is the most important outcome of this research,
is the critical impact that the level of education of high level management can have on



such organizations. Barriers to ICT adoption include the fear of a new way of working,
losing the comfortable solution of letting things roll the way they do, and, of course, the
potential cost that a change would require. By cost | mean not only monetary value but
also the additional time and effort.

We begin with a literature review, in order to give a broad understanding of these
enterprises and ICT in general. Then analysis, interviews and the case study follow.
From both the literature and data collected directly for this thesis we draw conclusions
as well as suggest areas for future research. Briefly, this work could be further extended
with a new research question like, what could ICT representatives do or change in order
to convince SMEs management to adopt ICT.



2. Enterprises

SMEs are enterprises and in order to start the discussion, we need a good background
idea of what this term includes and what relationship with information technology
SMEs have. In the computer industry, an enterprise is defined as an organization that
utilizes computers. A word was required that would encompass corporations, small
businesses, non-profit organizations, government bodies and other possible forms of
organizations. This term seems to do just that and in practice it has been applied to large
organizations. The model adopted to describe the activities and the structure of an
enterprise in this thesis, is the eight main functions model of an organization according
to Kerola and Jarvinen [1975]. Although this source may seem outdated it is still
preferable compared with newer models, as it is clear, complete and will give the reader
a view of internal enterprise relationships which are needed for later understanding and
reasoning of the actions taken by the case study participants. This model is being used,
in order to define management and its functions both supporting and operating ones.
According to this model, y is the management function, financial (¢), employees (g),
physical (1), and information (1) functions are the supporting functions and acquisition
(o), production () and marketing () functions are the operational ones. The framework
of these eight main functions is presented in Figure 1.

y  management

A physical ¢ employees o financial vinformation

a acquisition 7 production u marketing

Figure 1: The eight main functions of an organization [Kerola and Jarvinen, 1975].

Kerola and Jarvinen define the above functions as a set of management activities and
that each of them specializes in a certain field and takes care of different parameters.



4

The Kerola and Jarvinen model that includes management and organizations supporting
resources is used as a basis for outlining the overall management perspective as well as
the four supporting resources. In other words they include:

e Management function: basis for an overall management perspective, achieving
competitiveness in the context of global information society.

« Financial function: basis for a financial perspective, like financial assets, capital
from different sources, retained earnings.

o Employees function: basis for human perspective, like staff, organizational
structures, human resources management, social networking and in between
organizations cooperation.

e Physical function: basis for a technology perspective, like acquisition,
attendance, maintenance and development of ICT.

e Information function: basis for an informative perspective like ICT resources
management, software, databases and information issues, and
« Acquisition, production, and marketing: are not seen as actual resources by this
model since they do not generally apply to any enterprise.
Enterprise is like a house. The management is the roof. It controls everything and
stands above all the other functions. Supporting beams to this are the four supporting
functions: physical, employees, financial and information. This model is in agreement
with the basic managerial theory that the four main assets of an organization are: land,
labor, capital and information [Chase et.al, 2005].
Kerola and Jarvinen [1975] claim that acquisition, production and marketing cannot be
considered as actual resources since they do not apply to every type of enterprise. From
my point of view, however, these functions, even if they are not always clear in any
company type, do exist in one form or another and therefore should be at least
considered as secondary ones. SMEs are also enterprises and therefore these functions
as well as their importance will be later identified when analyzing various parts of an
SME.

2.1 SMEs

Defining SMEs is not an easy task and various definitions have been given according to
size, financial data, or operational rules used to run these enterprises. Despite these
numerous definitions, there are also frequent updates of these definitions which, only
serves to further complicate the task. For the purpose of this thesis we will narrow this
down to three definitions which, when combined, will provide a clear picture of what
these  businesses  are  all aboult. South  West  Ventures Fund
[http://www.southwestventuresfund.co.uk, 2008] defines SMEs as companies which:

¢ have fewer than 250 employees



¢ have either an annual turnover not exceeding 50 million euro or annual balance
sheet total not exceeding 27 million euro, and
¢ 25% or more of the capital or the voting rights are not owned by one enterprise, or
jointly by several falling outside this definition of an SME.
The department for Business, Enterprise and Regulatory Reform [BERR, 2008] uses the
following two definitions:
According to size:
e micro firm: 0-9 employees
e small firm: 0-49 employees (includes micro)
e medium firm: 50-249 employees,
e Large firm: over 250 employees,
and according to financial achievements:

Enterprise Category | Headcount Turnover Balance Sheet Total
Medium size <250 < €50 million < €43 million
(1996-€40 million) | (1996 -€27 million)
Small <50 < €10 million < €10 million
(1996- €7 million) | (1996- €5 million)
Micro <10 < €2 million < €2 million

Figure 2: SMEs categories according to financial achievements. [BERR, 2008]

At first glance we observe that SMEs are characterized by minor resources, a limited
number of employees and  collective management. SMEs seem organizations with
limited power. A more careful look though, reveals a different picture. Due to private
ownership, entrepreneurial spirit, flexibility, adaptability and a potential to rise to
challenges SMEs are able contribute to a sustainable growth and employment
generation. In the European Union, 23 million SMEs provide 75 million jobs and
represent 99% of all enterprises [BERR, 2008].

Interestingly, the subcategory of micro enterprises which is relatively new since it was
first introduced in 2007. BERR provides a pie chart (see Figure 3) for the employment
by firm size in encore: micro enterprises occupy 30%, second to large enterprises who
take the 32% of the overall share.



Employment by Firm Size

Olarge @ micro
32% 30%
0O medium B small
17% 21%

Figure 3.Employment by firm size [BERR, 2008].

This new definition aims to promote micro enterprises, prevent the abuse of their status,
improve access to capital research and development as well as promote innovation.
Finally, this new definition takes into account the different relationships among
enterprises.

Figure 2 shows the accounting numbers an enterprise has to reach in order to be
categorized, and we can observe the increase in those numbers from 1996 to 2008. In 12
years the standards in order for an organization to be called small, or large has increased
by 3 and 10 million € in annual turnover, respectively. This shows an excellent
financial, performance and enterprises with much potential.

Summing up, SMEs are organizations whose turnover falls under certain limits, whose
employees can be up to a specific number and whose prospects are many.

2.2 Facing SME Issues

SMEs are the backbone of the European economy and the most important creators of
new jobs and therefore economic growth. They are regarded both as a both dynamic
and flexible element of the European economy. At the same time though, they have
been characterized as heterogeneous communities which are poorly resourced and are
therefore confronted by many limitations [European council for small business, 2008].
They face a variety of problems, which are caused by the very nature of these
enterprises. For the purpose of this thesis, these drawbacks will be placed into four
categories with an emphasis on IT related aspects. These categories are adopted from
Raymond Yap for Hutex management consulting, 2008, and are as follows:

e Business Environment



e Financial Environment

e Human Resources issues,

e T issues.
Having a deeper look into each category separately, starting from business
environment, we observe that together with their limited size, these enterprises
experience limitations in other sectors, too. They face a lack of concrete managerial
skills and this is a conclusion made after a look into their operations. Starting with
procedures, they are not formal or clearly stated and most of the time not even
documented. They have the tendency to change frequently together with their previous
characteristics and from here it becomes difficult for a third party to understand or
follow them. One third of SMEs have never performed a risk assessment which is one
of the most important steps in management as it determines the qualitative and
quantitative value of risk related to a concrete situation. The diagram in Figure 4,
starting from enterprises with 0-9 employees and ending with those with more than 500
people personnel, shows the percentage of organizations that have never undertaken
such a process.

Risk Assesment Process on different SMEs type:

8%

18%

46% @<9
m <49
0<149

0>150

Figure 4: Percentage of SMEs that have never performed risk assessment process
[Hutex management consulting, 2008].

From the data presented in Figure 4, it is clear that there is no continuity in
management and gaps starting from an upper level and moving down to the rest of the
employees. With respect to the financial environment, resources are limited and
therefore drive management to select solutions that initially appear cheap, no matter
what the hidden cost behind them could be. Such situations lead organizations to
abandon projects already started or to enter a crisis. In summary, they face financial
constraints for current and future investments due to both lacks of resources as well as



their mismanagement. SMEs appear to be neither a non-growth orientated or
‘sustainable’, form of business. It has also been said that the nature in which external
funds are used will be determined by personal characteristics of top management and
not the nature of the organization which leads to negative results in the long run.

It is common for top management to ignore communicating their intentions to staff and
assume that the rest of the company will follow the same idea as they consider it
common sense. A high turnover of the staff is also common place, that is, employees of
that organization have a shorter tenure than those of other companies in the same
industry.

Finally, let’s focus on IT issues with respect to this category of enterprise. According to
global information security budget constraints and availability of skilled staff are two of
the most important obstacles. Around 89% of employees do not have formal
qualification and of those that do only 58% have a qualified IT background.
Additionally 56% of SMEs do not even have documented procedures [Hutex
management consulting, 2008].

The majorities of employees start from the bottom of the company and move upwards
after working in the organization for many years. Some of them, despite the fact that
they hold supervisory or managerial positions, are not IT literate and have a high
resistance to change in working progress, since they are comfortable with situation.
This becomes a great disadvantage when a need for change is growing and
implementation of a big scale IT project is required as the issue of hiring consultants or
experts arises as the staff required for this task is not available within the company. The
lack of knowledge in the IT field makes it difficult for SMEs to identify good
consultants. A good consultant saves time, effort and resources but lack of experience,
makes management feel that consultants cost too much, and they decide to handle it
with their own staff, avoiding external help. Such a decision eventually costs more than
hiring an expert. On the other hand, from an expert’s point of view, since it is a high
demand occupation, larger companies as well as multinational organizations are more
attractive to them, so SMEs not the first choice in a flooded market.

2.3 Overcoming possible areas of problems within SMEs
According to Hutex consultant group [2008], there are five suggestions on how SMEs
can overcome the issues discussed above. These suggestions are:

e Clear Vision and Purpose
Set a clear vision for the company and pre-determine its future. Within that set the
vision of the project, what is its purpose? What it intends to solve.

e Build up a Strong Management Team
The definition of a strong management team differs from one organization to another. It
depends on the background, preference and managerial knowledge of the CEO that



builds this team. It is important to specify the company’s vision. Such a team with
leadership skills and the ability to appreciate technology will make implementation of
information technology easier.

e Culture of Learning and Sharing
To survive and be successful, an organization must continue to improve and learn. A
culture of willingness to learn and share knowledge will make the organizations
transformation much easier. Investments in training of the management team and staff
are necessary. This will open windows for other alternatives in operating the business in
a more efficient and profitable way. A resistance to changes is one of the biggest
obstacles in any information technology implementation or organization improvement.
Having a culture of learning and sharing of knowledge will help to minimize the effect.
Top management has to be lead by example and show both a motivation and a positive
attitude towards change.

e Communication
It is common for top management to ignore communicating their intentions to staff.
They assume that rest of the company follows the same ideas as they do; they believe it
iIs common sense. But in the case? Not really when it comes to business practises. The
leaders should not assume but continue to communicate and re-communicate so that the
direction and ethos of the company are often reinforced.

e Get External Help
We have already outlined the reasons behind the absence of consultancy in SMEs when
implementing IT. However one way to overcome this is to engage external advisors or
consultants on contract basis to guide and improve specific business concerns. This
also offers existing staff a chance to learn during this process. External financial
assistance schemes are also available. Coming either from government agencies or
hardware/ software vendors and SMEs can take advantage of them to minimize any
cash flow issues that may arise as a result of new IT project implementations.

2.4 Chapter Summary

This chapter deals with SMEs in general. An overall discussion on what they are, and
why they have been chosen to be the research area of this thesis. It is a brief and general
introduction on the issues they face and how they deal with them on a theoretical basis.
This part will be useful with regards to upcoming chapters, where research findings
will be woven with literature reviewed and therefore allows to make more informed
conclusions.
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3. ICT Adoption

Information Communication Technology is an umbrella term that includes any
communication device or application this encompasses: radio, television, cellular
phones, computer and network hardware/software, satellite systems etc, as well as the
various services and applications associated with them, such as videoconferencing and
distance learning.

Information is a very important tool in sustaining existing business and supporting the
desire to create new enterprise. It can be seen as the fourth business resource along with
land, labour and capital. Ability to utilize and apply information is a significant factor in
developing business and succeeding against competition. SMEs are traditionally not
seen as proactive in acquisition of external information. For entrepreneurs, information
can be seen as problem solving tool for the company. It has no actual value unless it can
solve their problems and this is where ICT comes in to the equation. According to the
European Commission, the importance of ICT lies less in the technology itself but
rather in its ability to create greater access to information and communication in
underserved populations, which is part of enterprises in our case, that have not had the
chance or the knowledge to demand equal information service compared to other
enterprises, operating in same field but under different conditions, usually political and
economical ones.

ICT adoption, as in the case of any technology, is the result of a series of individual
decisions. Adoption of technology is a decision influenced by individual choice and
results of comparison of certain costs and benefits associated with the adoption. It is
critical to improve the competitiveness of industry and meet the demand of society and
economy. It has a catalytic impact on productivity, innovation and modernization.
Finally it advances technology by supporting cooperation and access to information.
SMEs are often the main driving force behind a nation’s economic growth. In
accordance with this their numbers are constantly increasing and with that competition.
Profits as well as the motivation to start up such a business have decreased. Pressure
coupled with a lack of resources to counter competition results in a cancellation of any
profit made and eventually an exit of the market.

In this business background, there are firms that add further pressure by reacting faster
to challenges, improving products, processes, promotion or distribution channels. Here
ICT can really make the difference. While firms in developed countries adopt ICT,
firms in developing ones loose out to the competition. This in turn can slow the
growing rate of small and medium sized enterprises and hurt the economy as a whole.
ICT can play a very important role because it can help SMEs create business
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opportunities and combat pressures from promoting to distributing their products
through an online presence.

In fac, ICT has the potential to improve the core business of SMEs in every area of the
business process. How is that so? We model the firm as chain of value creating
activities and analyze those activities which can create a competitive advantage. This is
the value chain, and in this thesis, we take as a basis Michael Porter’s [1985] value
chain and enhance it with the benefits of information communication technology tools.
In countries where SMEs are only starting to adopt basic ICT, obtaining a fixed or
mobile phone line can help their business. It can replace the time and costs necessary for
face-to-face communication. In countries where SMEs already have basic ICT, adopting
more advanced ICT still brings enormous benefits. Beyond cost savings, information
communication technology can also help increase productivity, efficiency of inventory
controls, increase sales through closer relationships and faster delivery times.
Technologies like this try to integrate several data sources and processes of an
organization into a unified system and can decrease costs in various areas of the
company.
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Figure 5: ICT benefits on Porter’s [1985] value chain.
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Figure 6: Cost reduction from ICT adoption [Wikipedia].

From Figures5 and 6 we can point out the following observations:

e |ICT adoption is not only involved in areas that exclusively deal with technology.
From these two figures we can see that operations like logistics, marketing or after
sales service, which of course require specific software but are mostly based on
human effort and capabilities, have shown after adoption a decrease in costs and an
increase in performance.

e New areas have developed. In enterprise marketing is one of the most fundamental
departments, through ICT adoption e-marketing and e-commerce sections have been
created, while the inventory costs are decreased. Benefits for an organization are
twofold, not only do you have the opportunity to create and run new departments,
but you can do this by for equal or reduced cost,

e If ICT adoption is the key solution to increasing the competitiveness of an
organization, why are there still so few SMEs which have adopted information
technology? As above, there are two categories to examine supply and demand.

From a supply point of view there are two common answers when asking why so many

SMEs have not adopted ICT. Firstly, there is poor communication. Many developing
countries still have a poor communications infrastructure. Outdated equipment and
state-owned monopolies often result in expensive charges and limited coverage
especially in rural areas. This discourages SMEs from adopting even basic ICT like
fixed lines or mobile phones. Secondly, there is the issue of size. Most advanced ICT
products are designed and developed for larger firms. This is because ICT firms target
their products to larger enterprises as they will have a larger budget and therefore
willing to pay for more complex services. But this complexity is sometimes more than
an SME requires and is able to pay for.
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From a demand point of view there a five common reasons not adopting ICT. SMEs
owners have a limited ICT literacy which can result in bad choice of technology and a
lack of understanding of potential benefits which the appropriate technology can bring
to their organization. Many of them are not familiar with technology and have the
stereotypical view that ICT is only for larger companies. Even if they want to and have
the financial resources to integrate ICT into their own business, SME owners are often
at a loss when choosing the most appropriate and cost-efficient product. This is further
reinforced at the employee level where limited ICT literacy will hinder any attempt at
technology implementation. Even with a strategic understanding of why they should
adopt ICT, their staff is often untrained and that costs both time and money — resources
that SMEs usually lack.
Adopting ICT is a difficult task for companies of all sizes, whether they are in
developed or developing countries. In fact, a lot of management literature focuses on the
organizational changes that firms must go through in order to effectively adopt ICT
because this will change the way firms do their business. While the changes may be
beneficial in the long run, they can often damage one department while strengthening
another. Thus, SME owners are reluctant to push their firms’ through a process that may
be difficult and costly.
Last but not least are the financial issues. SMEs have limited budgets and therefore a
limited ability to acquire ICT. According to Ricupero [UNCTAD, 2008], lack of
financing and appropriate technology is clearly a major handicap for producers and
exporters in developing countries and it serves to inhibit these countries from deriving
the full benefits from their trade rights. SMEs usually have a limited ability to make
larger investments in their firm due to the lack of financing options. Given this financial
pressure, IT budgets are usually small or nonexistent. In addition, adopting ICT is not a
one-time cost as there are ongoing costs of maintenance, upgrading, and human capacity
building. Finally, SMEs may still be hesitant to engage in e-commerce due to
undeveloped legal policy for electronic payment and security issues. In other words,
there is a lack of financial and legal infrastructure. In the end, the definite costs of
identifying the right goods and/or service, finding staff to manage it, taking the
company up the learning curve, and obtaining financial resources are not perceived to
justify benefits.
According to a recent study of an economic commission both government and public
institutions should provide information communication technologies in order to:

e Improve SMEs competitiveness and develop industrial clusters.

e Promote partnerships between large firms and SMEs and among SMEs.

e Reduce costs related to trade procedures for both private and public sector

¢ Increased productivity and transparency of the public sector

e Facilitate the implementation of trade promotion policy and trade agreements.
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These actions would compensate SMEs hesitation and could strengthen their market
position.
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4. A study on how ICT can transform organizations

Information engines can have an impact on businesses similar to that of the steam
engine on the industrial revolution. In fact, the impact is much greater because it is a
technology that allows a step back from physical reality to be taken when manipulating
issues. Starting from telegraph and telephone, information technology became the
lifeblood of organizations. It affects both production and coordination. All dimensions
of a firm have to be examined as a result. To prove this statement, | present a study
done by Morton [1991] and his major findings that information communication
technology can transform organization, as well as the Feuerlicht and Vorisek model (to
be introduced in Section 4.4), which looks at the outcomes of ICT adoption at different
business level.

4.1 Enabling fundamental changes

The degree to which a person’s job can change as a result of information technology
depends on how much of his/her work is based on information. For example,
information on what product to make or what service to deliver, how to deliver it as
well as when to do it and in conjunction with whom. The three kinds of information
described above, production, coordination and management are about to change.

The impact of information technology on production is considerable and encapsulates
physical, information and knowledge production. Physical production is affected by
robotics; information production can be affected by data processing and knowledge
production by designer and computer aided software tools. When it comes though to the
case of knowledge work, organizations seem to be slow in utilizing technology to
increase effectiveness.

Information technology is permitting a change in the economics and functionality of the
coordination process. This can be seen in three areas: distance, time and organizational
memory. Distance is shrunk to zero becoming irrelevant as far as information flow is
concerned. The same applies to time as organizations can be located in different time
zones and still work together. Finally, organizational memory is now available to wide
variety of users. As far as an organization’s structure is determined by its coordinative
tasks, it is subject to potential change.

The third IT enabled change in the workplace is at management level. Direction, which
IS sensing changes in external environment and staying in touch with it, as well as in
control, the act of measuring an organization’s performance can be fundamentally

changed by increasing availability of information communication technology.
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4.2 Enabling business integration

The ability to electronically connect people and tasks within and between firms is
steadily increasing. This integration is represented in four forms. Within the value
chain, this means that there is no part of the organization that is excluded from team
concept. A value chain between organizations is one which speeds up the flow of goods
among different firms. It can be via an alliance, which is when one firm subcontracts a
specific task or a whole stage to another. Finally, an electronic market is a new form of
open market and the top tier of electronic integration.

As these representations shrink time and distance, the need to have people and other
assets tied up as unproductive buffers is removed.

4.3 Enabling changes in structure

Organizations have always managed some form of matrix structure, a matrix involving
functions, products, markets and geography in some combination. With new
information technology, unit costs of coordination are decreasing significantly. In
addition, IT is changing economies of scale, which is the cost advantages firms expect
as a result of expansion.

Management has the challenging task of changing the organizational structure and
methods of operation to keep itself competitive in a dynamically changing world.
Research has shown that information technology provides one set of tools that can
enable these changes. However, to think through the new systems and processes so that
they can be exploited effectively is a major challenge for management.

The ultimate goal of this process is to give all employees a sense of empowerment.
They need to feel that they can make a difference and that their efforts directly affect the

organization’s performance.

4.4 Feuerlicht and Vorisek model

Business goals and decisions are divided into three levels, strategic: tactical, and
operational [Appendix A]. ICT adoption has a different effect on each of the business
goals, depending of course on which level they exist. These are presented in the Figure
7. It seems that in all levels from operational which is at the bottom of the pyramid, to
strategic, importance is crucial. What cannot be said for sure is whether management is
aware of this. Feuerlicht and Vorisek [2004] had dealt with the potential effects after
ICT integration at different decision levels. Their findings are presented in figure 7.
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STRATEGIC GOALS
e New business opportunities
e Exclusive partner relationships
OUTCOME
e Changes in partner relationships
e Integration of goal and vision of organization

TACTICAL GOALS
e Enhancement of business processes efficiency
e Flexibility in services
e Competitive advantage
OUTCOME
e On-time evaluation of insufficient business performance
e Problem and change management
e Flexibility

OPERATIONAL GOALS

e Service delivery

¢ Resource and service cost evaluation
OUTCOME

e Service delivery management

e Cost evaluation

Figure 7: Adoption outcomes on different level of business goals [Feuerlicht and
Vorisek, 2004].

4.5 Criticism

This chapter deals with organizational transformation and how ICT is involved in this
process. Case studies conducted as well as more than enough papers have been written
on this topic. Conferences like the 2007 SQM and INSPIRE held in Tampere, Finland,
where suggestions were presented on how software can improve business life. | chose to
present Morton’s case [1991], and Feuerlicht and Vorisek model [2004]. As Morton’s
work was published in 1991, it could be viewed as outdated. However, | would
characterise it as a paper that could be utilized as a kind of tutorial as the author does
not focus on his era‘s existing technologies, but generalises on technological
innovations, their rapid progress and an organizations’ ability and to keep up with them.
The actual case study is larger in terms of size and includes more findings, but |
excluded those that do not have an immediate relationship with the case study presented
later and the main theme of this work. This does not in any case mean that the findings
excluded are not equally important as those presented.
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5. SMEs and ICT. The research (1).

Up to this point, we have defined SMEs and ICT along with presenting a study on how
ICT impacts on organizations. In order to put the following research into context, | pre-
empt it with a review of the current relevant literature with notes on its limitations. The
research area has been narrowed down to Greece as a result of easier access to valid
data which fulfilled the research criteria.

SMEs are important for the Greek economy. According to data taken from the Hellenic
Organization of SMES and handicraft, firms employing 50 persons and below form
about 99, 55% [EOMMEX, 2008] of the total number of enterprises and they employ
74% of the work force in the private sector. They provide 70% of the new jobs and
consequently reinforce the regional development, financial balance of the regions and
make it part of a cohesive financial and social link in Greek society. Figure 8 shows the
percentage of firms according to number of employees in Greece. 55.6% of firms
belong to micro enterprises and only 13% of them are medium sized ones.

0 13%

oo9
B 1049

B 18% 050 248

0 55,60%

Figure 8: Percentage of firms according to number of employees. [EOMMEX,
2008].
To establish a platform for discussion we will first look at the environment using PEST
and SWOT analysis as well as exerts from interviews with SMEs managers. The reason
for this order is that the analysis tools together with sample interviews can provide a
framework of information, where we can later look for explanations of behaviours
while proceeding with the case study.

5.1 PEST analysis

PEST stands for "Political, Economic, Social, and Technological analysis” and it
describes a framework of macro environmental factors used in the environmental
scanning component of strategic management. It is a part of external analysis carried out
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when conducting a strategic analysis or doing market research and gives a certain
overview of the different macro environmental factors that the company has to take into
consideration. It is a useful strategic tool for understanding both market growth and
decline, business position; potential and direction for operations as well as providing a
clear picture of the environment these enterprises are operating in.

Political analysis in this thesis includes the $following five sections:

e Trading policies: In Greece, ministry for trade does not recognize wholesalers as
having an official occupation; therefore enterprises like those are included in
trading policies that have been created for import/export trading, or those for
retailers. Taking into consideration that both financial outlook and business size
of these two types of occupations, places wholesalers in the middle and it is up
to management to decide how to declare their business and be influenced by
trading policies created for them. In a long term time frame it can be beneficial
depending on the decision made by management. Relative importance is critical
because a proper selection of policies to follow can either promote business
activities or not.

e Funding grants and initiatives: The Greek government used to be not well known
for its funding record, but as a member or European Union, it used to receive
grants that are to be invested in business. Yet, Greece is under IMF inspection
and new government’s orders concerning SMEs and business organizations in
general, promote entrepreneurship and give the opportunity to managers,
through a more flexible taxation program, doubled firing percentage (from 2%
to 4% per month) and more economical hiring laws, to invest and make their
organizations stronger to come out of the present crisis.

e Wars and conflicts: Fortunately, this section does not apply in this case as there is
no current war or conflict. There are, of course, diplomatic cases running in the
background, like the Greece-Turkey international relations as well as the
Greece-Fyrom negotiations on the name of “Macedonia”. The impact seems
unimportant since they are discussions and the probability of war is very low if
not zero. The relative importance is basically unknown but as Greece is under
the European Union umbrella, managers estimate that there will be no difference
in their businesses whatever the result of the negotiations.

e Government policies: In Greece there are policies regarding the environment,
internet society and information society. Specific programs are found that
promote research and development, venture financing, technology diffusion,
business environment and intellectual property rights. More details on each
program can be found at ministry of trade’s website. Generally, these policies
are frequently updated and provide opportunities for enterprises that can be
taken into account in different time ranges with critical importance.
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o Political trends: The political situation in Greece can be characterized as stable,
elections are held every four years as set down by the constitution, the form of
government is democracy. This stable situation politically filters into a stable
economic and business environment.

Economic analysis is formed by four sections:

e Home economic situations: The European commission publishes annually
documents regarding the financial situation of each union member. In this
report, details are included about the home economic situation of the
country. In recent years, Greece has emerged as one of the strongest growing
economies in the euro area. However, growing current account deficits,
persistent high inflation, the prospect of temporary factors conducive to
growth petering out and a progressively loosening fiscal stance have
heightened concerns about macroeconomic imbalances. In the short term,
like 6-12 months, SMEs may face stability but in long term, managers have
be able to adapt. Needless to say that relative importance is critical.

e Overseas economies and trends: The worldwide economy is flexible and the
world’s stock markets face a serious crisis and even countries like Germany,
well known for their economic stability, are also influenced. In this difficult
economic climate, Greece is affected but due to a small role in the world’s
economy this is not to a large degree. The effect of on SMEs is similar, they
are totally dependent on the way facts are formed.

e General taxation issues: Taxation depends on type of SMEs. For instance if
it is an organization of limited or unlimited responsibility, if it is a public or
private entity and so on. Details on taxation can be found at the ministry of
economy website.

e Cash flow: Despite the non stable economic situation, internal cash flow is a
common phenomenon. Greek as well as European Union programs, fund
SMEs mainly for educational reasons, as well as for research and
development, and management cannot turn down such offers.

Social analysis includes six sections, but for the reason explained below, five of them
have the same potential impact on the SMEs presented in this work, so they are
combined:
e Buying trends, lifestyle changes, education, occupation, leisure activities:
Buying trends in Greece change frequently, following international style
changes, but since the business area of the enterprises of this thesis is in
food area, the only potential change or maybe new trend that can appear
is shift to some delicatessen products, that managers can easily predict
and arrange their orders. So, the relative impact of such a factor is
unimportant.
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e Ethic and religious factors: Greece is a conservative country with the
majority of the population being religious. The dominant religion is
Christian orthodox. SMEs have to take this culture and religious practise
into account when arranging their supplies in accordance with the
holidays and eating habits of those days. For example the pre-Easter and
pre-Christmas period were vegetables are consumed more than meat and
fish. This does not have a large impact as these are habits that are left
unchanged over the years.
To conclude the PEST analysis we will look at technological factors. Factors like
maturity of technology, software changes and communication changes could be
mentioned here, but this would be repetition of previous chapters that dealt with SMEs
and technology. However one thing that should be reiterated is the fear and hesitation
surrounding implementation of new technology.
Summing up, | believe this analysis gives a clear picture of the environment these
enterprises are operating in and will be a useful tool when trying to understand the
reasons why management of SMEs participating in this case study acted they way they
did.

5.2 SWOT analysis for peripheral areas

SWOT analysis stands for Strengths, Weaknesses, Opportunities, and Threats. It
provides a scan of the internal and external environment, and helps to find the best
match between environmental trends and internal capabilities. According to the Institute
of Manufacturing [www.imf.eng.cam.ac.uk, 2008] which belongs to University of
Cambridge, SWOT components are defined as follows:

o Strength is a resource or capacity the organization can use effectively to achieve
its objectives.

o Weakness is a limitation, fault, or defect in the organization that will keep it
from achieving its objectives.

e Opportunity is any favorable situation in the organization’s environment. It is
usually a trend or change of some kind or an overlooked need that increases
demand for a product or service and permits the firm to enhance its position by
supplying it, and

e Threat is any unfavorable situation in the organization’s environment that is
potentially damaging to its strategy. The threat may be a barrier, a constraint, or
anything external that might cause problems, damage or injury.

SWOT analysis summarizes the internal factors as a list of strengths and weaknesses,
as well as defining the external environmental factors as opportunities and threats. The
following diagram is a general analysis for rural and peripheral areas, created by
Noronha, et.al. [2006].
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STRENGTHS OPPORTUNITIES
¢ Natural resources e Global trends in demand
e Tradition and cultural heritage e New model of organization

e Environment resources
Importance of family ties

WEAKNESSES THREATS
e Lack of human resources with e Desertification and land
the needed competencies abandonment
e Lack of social and economical ¢ Disinvestment in the region due
services and physical to lack of critical mass.
infrastructures
e Lack of self confidence

Figure 9: SWOT analysis of rural and peripheral areas [2006].

This SWOT deals with elements like human resources skills, strong ties and lack of
infrastructure, characteristics we have met while analyzing SMEs and that we will most
probably meet again while analyzing the case study. From my point of view, these
factors play a deterministic role, since they are not only participating in chances or
threats created, but also, as we will see in further chapters, in problem solving and
decision making processes. Their relative importance is high and they are some of the
determinants that influence ICT adoption in these enterprises.

5.3 Upper level management viewpoint

After PEST and SWOT analysis, | believe that opinions from people that work in a
SME environment can help us reach more valid conclusions on the issues discussed.
Questionnaires have been distributed to upper level management employees from SMEs
in different cities in Greece, among which Athens, Thessaloniki and Heraklion are
included. Only four were returned. However, they are from different locations and
companies. So, despite the small sample size, they are diverse enough for valid
conclusions to be drawn.
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Appendix B has participant information, questions and exact answers of the
participants. In this section though, | present my findings, after comparing and
contrasting the received answers.

5.3.1. The readiness of SMEs

First question concerned the readiness of SMEs. Opinions do not really differ, as
generally, participants agreed that readiness is not high. Reasons for this are taxes, high
levels of bureaucracy, complicated and unstable laws and the financial situation of the
companies. From my point of view, readiness of Greek SMEs is not high at all but, it is
there, and what is needed is a proper way to activate it. The external environment does
not really help. Barriers include:

e High taxation

e A public sector which instead of promoting business activities seems to block
SMEs, with unstable laws and tiring bureaucracy,

e The economic crisis makes management more conservative in relation to new
investments.

e The personal attitude of owners on organizational decisions, which is very
common in SMEs. Due to private ownership, it has been observed that the
decisions taken by SMEs management, in most cases reveal the character of the
owner instead of the character of the organizations. It happens that those people
keep working the same way as before, because in previous times it has proven
efficient, without taking into account the era in which they are now operating.

On the other hand though, like participant D mentions, entrance of multinational
corporations into the market, has made SMEs think about the way in which they operate
and | believe this could be the trigger to initiate change, together with a possible tax
reduction or special programs to support money flow into the organizations.

5.3.2. The communication gap between management and employees

The participants came to a consensus on the question on the communication gap
between management and employees. They all admitted that a gap exists and mentioned
various factors, like low salaries, lack of communication regarding the vision or targets
of the company between these two groups, employee idea of their occupation and low
level of education. The important issue that must be dealt with is how to bridge this gap
effectively. Participant C explained how communication between two teams can be
maintained successfully. He claimed that this can happen only when a) the basic needs
of each group are satisfied and b) if a disagreement between results in an agreement that
serves to satisfy both.
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5.3.3. ICT adoption in SMEs

With respect to the adoption of ICT in SMEs participants felt that ICT adoption was
possible but, unfortunately, there has been so far low uptake. This is in agreement with
the findings of this thesis and the factors such as cost, profit increase or productivity
improvements which can only be enhanced by this.

5.3.4. Role of employee training

The importance of human aspects as well as the importance of education was
underlined by the participants. Personally, | totally agree with all the replies given and |
would like to underline one sentence provided by the first participant it is not possible
for a company that wants to achieve development, employment of new technologies and

innovations, to do so without trained personnel.”

5.3.5. SMEs and their lack of motivation to change

Firstly, we addressed the readiness of SMEs and concluded that this was at a low level.
This lack of readiness also impacts on the relative motivation level of the company to
implement new technology. In most cases SMEs are open to change, under certain
circumstances. Generally, though, management wants to be sure of the results of such a
change before taking it on. This however, contrasts with the basic profit rule, which
says: high risk, high profit. The message that all this is giving us is that as long as the
company’s main goals are achieved, high risk moves even in the interests of expansions
are not a main priority. | have found that to be very much with SMEs at the moment.
This means that through an avoidance of investments the SMEs remain static and so,
despite the superficial positive outlook to change they are really not open to changes.

5.3.6. ICT as the fourth business resource

Managers admit that ICT is important, but they do not agree with the claim that ICT is,
indeed, the fourth barriers resource. As they put workforce first, it is easy to assume
they believe deeply in the human factor and that this is why ICT does not convince them
of its performance. Since they cannot accept its importance at the same level of capital
land and labour, we can conclude that they treat ICT as a way to improve a few things
but not as a resource that could change profit, productivity and development. As long as
ICT is not a resource for upper level management, we cannot expect adoption to happen
often and without problems.
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5.4 Chapter summary

In this chapter, PEST, SWOT analysis and questionnaires have been presented. From
what has already been shown we can make some preliminary conclusions, which will be
further validated through analysis of the case study presented in the next chapter.

6. SMEs and ICT. The research (2).

The second part of the research includes the case study, which was conducted in three
SMEs in northern Greece. The importance of SMEs in Greece as well as why Greece
has been selected have been discussed in Chapter 5.

The case study conducted for this thesis has been done on small size companies. What
were the criteria used to select companies suitable for the case study? According to
Stilhane and Sivertsen [2003] the main points to look for are the following:

e Make sure the company knows you. This is important in order to achieve a good
relationship between the writer and the company employees as well as good
communication. This is known as getting a good start.

e Know the company. This includes the company’s history why they are the way
they are- and their strong and weak points. This is important if we want to be
able to change the culture and contribute up to a point.

Following these points mentioned above, | chose the three enterprises that took part in
my case study. | will refer to them as companies A, B and C. The case includes three
medium sized enterprises that specialize in product import and distribution. They are
wholesale companies in Kavala‘s industrial zone, which supply products from their
producers to third parties such as retailers. The products vary from foodstuffs to
cosmetics and they cover the needs of supermarkets or mini markets in the area. Special
categories of products such as spirits, wine or beauty products are also supplied to
alcohol stores with drinks and beverages and cosmetics to supermarkets and
beauty/cosmetics stores. Those included in the case study are three of the strongest
organizations in the area, since they are among the best five in the region and one in the
top hundred in the country [Naftemporiki, 2007]. They share many common
characteristics, all of them have their own facilities, work with four or five departments
and the number of employees varies from 29 to 35 persons. They do not operate online
and only one out of three imports goods from abroad. These data show that the assets,
liquid or not are at the same level for all of the three enterprises, but the way they take
advantage of them is different, and this is shown by the fact that only one of them takes
the risk to invest in business with foreign countries.
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6.1 Case study description

In a rapidly changing business environment, companies need to stay competitive.
Participants of the case study, companies A, B and C, faced a challenge. Their financial
statements revealed the problem. Incomes were still high but the percentage of profit
increase from year to year was decreasing. This statement translated from economic
terms to lamens means that despite the fact the work is being done and the main
operation is working properly, there is a need for an organizational change that will
stabilise first this percentage and then increase it. The heads of the managerial
departments of all three companies, together with shareholders had planned changes and
transformations of company departments to face this situation. Their plan for change
included observation of department operations, identification of malfunctions or the
limited use of assets available and a study on the results obtained. The physical,
managerial and marketing departments have been able to put this into practice much
easier since their operations are closer to the nature of the management studies.
According to this it seemed like a more advanced task than everyday planning. Their
challenge appeared when then the information technology issue came into play. They
were aware that they possess quality software with the potential to cover their business
needs. Still, something was wrong and they had to find out what. The first thought was
to change the existing software, and the second, to upgrade it to the next version of
same package. My study deals with what happened before they decided what to do,
what influenced their choice, what they decided and finally how they evaluate their
decision today.

The firms’ representatives had meeting upon meeting on what to do with software,
whether to upgrade to another version of existing capital release that they are using or
transfer their business activities to a new sharper one? Due to limited funds available
and even more limited knowledge on the technology, they looked for external help.
They met with Altek, which is the company of capital release software as well as Sharp

representatives’ and asked for their opinions and suggestions.

6.2 The challenge

Each company had two representatives, one from the managerial and one from the
accounting department. The choice of departments was not random, since these are the
two groups that would be immediately affected by a change in software. Thus, their
opinion as well as experience was held in high regard. These six people had meetings
with Altek and Sharp representatives separately. They explained their operations, their
departments and how they are related inside the organization, as well as the staff
capabilities and their attitude towards this potential change. This phase lasted three
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weeks. After one week each company turned in their proposal. The companies then took
two more weeks before arriving at a decision.

6.2.1 Altek proposal

Altek representatives had an advantage over Sharp that could have been used to win this
battle, or it could backfire. This is the fact that the three organizations have been using
Altek capital release 3 for the many years. To be more precise, Altek has been their only
vendor since the time they adopted information technology; they have been using only
Altek software for their main processes. So, there is already a strong relationship
between them. It is totally up to the vendor to exploit it to his own advantage and this is
exactly what they did. They suggested an update of existing software to capital release
4, and their arguments to support this change were as follows:

e Similarities in user interface and procedures with capital release 3. This reduces
training time for users, and increases their confidence in the new product, since
in of the face of software change, panic and hesitation are the first feelings, and
this fact could eliminate them.

e Past cooperation, their trust relationship that has been created during time as
well as the service, technical support and immediate response to problems,
issues that have been bothering managers. They also referred to personal
relationships created with the employees and the fact that they feel confident to
approach technical support with any problems.

e The success they have had when in past they did not change vendor but updated
the version of the same software. They remind them in a very strategic way, how
easy adoption has been and the staff reaction which has been satisfactory to
upper level management. Basically using the success of the previous installation
as a way to assure the company that the right move would be to follow their
recommendations.

These were the three main arguments Altek used to convince the firms to continue using
their software.

6.2.2 Sharp proposal

Sharp looked at this from a different view point. It took advantage of the lack of a past
cooperation and tried to highlight any shortcomings of the current installation. Their
main arguments were as follows:

e It is time to try something new. In the case they have been satisfied with capital
release software, they would not think of changing it. However, as the idea of
change is on the table, it means there must be some gaps that the old software is
not covering that new software would be able to satisfy their needs properly.
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e They offered free training to employees and reduced service package prices.
They also were negotiating to agree on three persons, one for each firm that for
the first month of usage after the initial change would be available in the
organization for any question, problem or issue coming up.

e They supported their product by pointing out its dimensions and enhanced their
thesis by providing the McCall’s framework of software quality factors [1978].
They discussed correctness, reliability, efficiency, integrity and usability, their
existence in sharp software as well as their importance for business operations.

6.3 The decision

Despite the fact that their high level positions allowed them to be confident, they were
hesitant, and a decision was not easily taken. This was because whatever they decided,
there would be many consequences. What they were aiming for was to limit these
consequences.

Numerous hours were spent on analyzing the vendors’ proposals. They were trying to
reach a consensus but it did not work out. Companies A and B decided to stay with
Altek and move to a capital release upgrade. On the other hand, company C changed its
software vendor and adopted Sharp technology. It is worth repeating that the people
who took this decision included representatives from all three companies, and none of
them in the IT department. This is important to note with regard to result analysis and
explanation.

6.4 The point of view of the vendor

In order to have a complete view of the results, we need to include both points of view,
that of the firms and the vendors. From the vendor’s point of view none of companies
had achieved total success as Altek lost one client however Sharp convinced only one
out of three potential clients.

Still, if we want to denote one as the winner, then this would be Altek. It managed to
keep two out of three customers, kept their trust, proved that the past cooperation has
been successful enough, since they refused to change partner and as company had
66.6% success. Sharp on the contrary, had the chance to bring in three new clients and
managed only one.

6.5 The point of view of the clients

From the other side, enterprises A and B took advantage of the new offer and decided to
upgrade from capital release 3 to 4 and were later proven right compared with firm C
which switched to Sharp software. The result of taking on each software program and

the effect on each company’s outlook are analyzed further on.
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Company A did not have crucial issues to face. Employees found capital release 4 quite
similar to the previous version. Added to that, the presence of an Altek employee on a
daily basis in their work place, made them more confident to experiment with the
functions of the new software and get the most out of it. They said that they liked the
new user interface more, they found it easier to use since they could do tasks faster than
before and that due to the similarities, training felt like a reminder of old knowledge
instead of learning new things. Managers were also satisfied with employee attitudes.
They ordered Altek to do as statistical analysis of how much of the software’s abilities
Is now used compared to in the past. Results confirmed that 72% of capital release 4
capabilities are now used compared with 64% used with version 3. This increase also
revealed the positive attitude of staff towards adoption generally. Statistics are taken
from the company report. It was a successful decision, which resulted in a positive
move forward for the organization generally.

Company B acted similarly to A, in terms of taking the same decision, but
implementation was completely different. Outwith the main training, they did not
request an external partner from Altek for onsite technical support and as a result the
employees did not increase their familiarity with information technology. Enthusiasm
was also lower and looked at the implementation of upgrade as something new to learn
and not as a tool for them to do their jobs better. Management was happy that they could
return to company operations quite fast. They would have liked to have the excitement
of company A, but were not interested in further understanding why this had not
happened in their case.

Finally company C, which was the sole company to switch to a new software vendor,
Sharp. Sharp kept their promise, provided training courses and tried to make adjustment
as easy as possible for the employees, but it did not work out as planned. Employees
could not adapt to the new software environment, training time had to be extended and
therefore the company operations held back. This was not much of an issue at first, but
had to be repeatedly extended and after two months the company was still not fully
operational. There was no single day that staff could deliver their work without the help
of a Sharp professional. Management realized that something was wrong, but could not
find out if it was a lack of interest or capabilities of their employees, or just their wrong
decision to change the software environment. They asked for the help of an external
entity to research why they could not bring their organization back to its former stage.
The results showed that according to the educational level of its employees, this change
in software was not suitable. They should consider that people who had to carry out the
daily tasks, had already tried hard to get acquainted with Altek software, and their
computer-oriented education was not proficient enough to let them accept and adapt to a
totally new environment. They also said that management should have investigated this
before moving on to drastic changes. Summing up, this information technology change
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can be characterized as fatal for the company, since they needed more than five months
to be able to carry out their daily operations and during this time, efficiency decreased
which in turn decreased the reputation of the organization.

6.6 Level of readiness

The process of identifying the problem, as well as the choice of solution and its
deployment reveals that management did not go through deep research to find an
answer to the situation. Had it done so, they would have taken into consideration the
four questions from Chapter 2 that help identify organizational readiness for adoption,
and maybe the outcome would have been different.

Turning theory into action, I will try to answer these questions for them, based on the
information | have regarding this case and find out the level of readiness these
organizations where at, at the point they decided to change.

For all the three organizations, the answer to the question if business processes and
procedures keep on changing, is no. Processes and procedures are fixed; they basically
stay the same since the companies’ founding. What has changed though is the way that
these processes and procedures are carried out. As technology has progressed, they have
been simplified and become easier to follow. Still, the way they were conducted at the
time of the study was the same for approximately the last ten years. This means that
changes have not been frequent, so employees should welcome a new project, since they
have been experiencing stability for a long time. This answer gives a positive reply to
the general question and to whether the company is ready to proceed with adoption.
Consider now the second question, “Are business processes and policies standardised
and well documented?” Once again, the answer is both common and negative. But I
think this is a two side coin situation. The lack of documentation makes the work of an
external consultant harder, but it is also a chance for a new business era, a more
organised one with all the necessary documentation, that will strengthen the company in
competition. Despite the fact that companies’ policies and procedures are not
documented, they are practised by staff and deviation is a very small and is caused by an
absence of documentation.

The last question was “Is the use of computers common in the company?” Yes, it is,
but a small percentage of its potential. After personal interviews with a sample of
employees, from different departments that use IT from all three companies, findings
show that less than 20% can explicitly take advantage of its capabilities [Appendix C].
So, despite the positive reply, to the question, the reality is much different and,
therefore, the final answer is no.

From the above data, it is clear that these organizations have experienced stability
through the last years. However they function using only a percentage of their
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capabilities and in some cases less or close to 50% of it and they don’t have the correct
documentation.

6.7 Criticism
We started with three similar companies with a common problem but after
implementation of either updated or completely new software we had some divergent
outcomes.

Managers were troubled when deciding between upgrade or change software options.
What they did not think about was the training that would be required. Effective training
of your workforce is cost effective, time saving and, most importantly, it allows a
company to take total advantage of its assets.

Starting from the very beginning, when a company is faced with the challenge of
changing their information technology and asking for external help. Identifying a lack of
knowledge is positive step, but recognising who is more eligible to help you is even
more important. From my point of view, help from an external source outside the two
vendors should be sought, so that a objective opinion for both solutions can also be put
forward. Considering the two software vendors’ proposals as external help was tricky
and maybe one of the reasons company C did not succeed. At the same time, they
should have investigated through their employees and conducted research like that of
company C after adoption. As managers they should have been more proactive, this
would have helped them avoid unwelcome results.

Getting to know your employees is very important. The fact that organization A was
surprised by the positive attitude of personnel towards new software, and company C
faced serious issue with it, both are caused by the same factor. Management should have
known their people better. They, according to my opinion, could have conducted
interviews, questionnaires, care about their feelings and capabilities before they moved
into action. This would decrease risk and avoid surprises, which may have been pleasant
for organization A, but | am not sure organization C appreciated them. And let just not
ignore the fact that in this case firm A has just been lucky, not more careful.

| strongly believe management is not the only one to blame. | totally understand the
lack of knowledge or limited education, as well as the fact that usually in organizations
of this sizes, employees work for many years, staff are with the company for nearly their
entire working lives and this gives them a feeling of safety. But | cannot accept that they
are not willing to improve. This can maybe happen due to fear of something new, the
fear of change or maybe lack of motivation to change their working style. Maybe
management should try to inspire their workforce to want to gain knowledge and
transferable skills. But also staff themselves should be open-minded, as much as it is
possible for them.
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Finally, I think that like company A conducted research on the positive attitude of their

employees, company C should have done so also. Actually maybe it would have been
more crucial to identify the reason behind the lack of enthusiasm instead of its source.
This would be important information for future decision making.

6.8 Chapter summary

The primary aim of this study is to contrast and identify differences in the ways by
which SMEs’ have attempted to adopt ICT, in order to cope with the challenges and the
competition they face in the environment in which they are operating. Using survey data
collected from three medium size enterprises, the study is an attempt to show the
determinants that influence ICT adoption. Results show that not only the decision taken
but also its implementation is critical for SME operation, success and future
development. Size and staff related disadvantages, prohibit changes and proper
implementations, causing issues for SMEs, and only proactive management actions or
fast reactive thinking managed enterprises succeed in the end.
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7. Research outcomes

SMEs and ICT adoption are two terms that could be two pieces of one puzzle, which if
management puts together properly can lead their organization to success. Easy as it
may sound, it is not, because it is mostly dependant on the management philosophy
under which each company operates. The two research questions posed had to do with
willingness of SMEs to adopt and the factors that prevent it to happen.

The main finding has been about management attitude and behaviour. Proactive
managers accept technology easier and are more positive towards change. The need for
change and ICT adoption is recognized by both types of management but how they deal
with this and what importance the place on IT is divergent. Another factor, which
causes hesitation, is employees. Company management feels the resistance of
employees to changing their current working habits and putting effort into learning
something new.

Finally, cost is a critical factor. It is not only the monetary investment required to adopt
ICT, which can in many cases be covered up to 60% from government funds, especially
for member states of European Union through special programs for business
enhancement but cost also includes the working hours needed for training as well as the
slower working rhythms associated with the first period of time after adoption.
Management has to calculate whether the new working environment after adoption will
make up for the lost production, and then it is up to management to make the final
decision.

Summing up, despite calculations, offers and objective facts that can make the decision
of whether to adopt or not easier again the working attitude of management will have
the largest effect.
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8. Conclusion

SMEs are more than important to the European economy. Organizations, economical
institutions as well as individuals have studied their potential, opportunities, threads,
and various analyses have been conducted in order to make them stronger, more
profitable as well as in order to increase their competitiveness. ICT has played an
important role, since with its adoption SMEs are increasing their business activities
while reducing their operating costs.

With respect to Greece, where SME is the most common type of organization, and
contributes a very high percentage to the whole country’s economical statue, then it iS
becoming lifeblood. Due to flexible nature of such organizations, an openness to adopt
new technologies and strengthen their businesses would be expected. Still, as mentioned
by theories around ICT adoption on such enterprises,and like was proven by the case
study presented, management face issues regarding their enterprises but they do not take
into consideration solutions proposed by experts. Management’s hesitation and fear of
change has been proven to be a major holdback on ICT adoption and further on to
SMEs welfare. Worth to be mentioned is also the fact that this fear is moving to the rest
of enterprises’ levels, making employees unwilling to change existing situations even if
the new one, promises higher productivity, which is more outcome in the same or less
time than before.

ICT adoption importance is not questionable. Especially when it deals with SMEs is it
becoming vital for them to sustain their existing level of work, to improve their
operations and functions as well as to be more established to future opportunities or
threats? The fastest an enterprise’s management realizes that, then backbone of Greek
economy, as SMEs are characterised to be, will be strengthened and expansion
potentials will be revealed together with a stabilized economy as a whole. One phrase to

remember is: “always keep in mind the era you are leading”
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Appendix A:

Management decisions are made at several levels in an organization, showing their
hierarchy. Starting at the bottom, operational decisions are day-to-day decisions needed
in the operation of the organization. These decisions affect the organization for a short
period of time, such as several days or weeks.

The next level of decisions is tactical decisions, which are those that involve
implementing policies of the organization. They affect the organization for a longer
period of time than operational decisions, usually for several months or a few years, and
are made by middle-level managers.

At highest level of decisions are strategic decisions, which are made by top-level
managers. These decisions involve setting organization policies, goals and long term
plans, and they affect the organization for many years.

Strategic

Tactical

Operational

Appendix B:
PARTICIPANTS INFORMATION
ID AGE JOB TITLE STUDIES WORK
EXPERIENCE
(in years)
A 62 SME CEO Bachelor in 25
business

administration
B 58 Sales manager Bachelor in 23
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business
administration

C 34 Area manager  Master in 8
management
science and
operational
research

D 34 Sales manager Bachelor in 11
business
administration

QUESTIONS/EPQTHZEI>

1.”The readiness of Greek SMEs is not very high”. Please commend on this
statement. / «H etowuotyta tov pikpousoaiowy eniyeipnoewy atny Elldda dev givar
vwniny . Hlopokal® 0O6TE Hov TRY ATOWYI GAS EXAVE GE AVTO.

PARTICIPANT A
The readiness of SMEs in Greece is not high for various reasons. Some of them are the
following:
e Unstable legal and tax environment. Laws keep changing frequently and many
times in between the same fiscal year.
e Huge bureaucracy in transactions with public sector which cost a lot in money
time and effort.
e Big business projects are taking place in cooperation with public sector, which is
unorganised and usually unfair since corruption exists in high degree.
¢ High taxation and insurance fees have been added the last months together with
global financial crisis, creating an unsecure environment for businesses, and
uncertainty for the future.
H etopdmra tov MMX emyeipnioewv ot EAAGSa dev elvar vynAn yio moAAovg
Aoyovg. Mepikoi amd avutoig sivar:
e To aotaBég vopukd kot @oporoywkd mepiPdirov. Ot vopor ariidlovv
TOALEG POPEC LECH GTO 1010 OIKOVOUIKO £TOG.
e H peydn ypagerokpatio 6tig cuvorrayés pe to dnpocto topéa. Eivar
xPOVoPopeg kot kooTilovv TOALAL- KOGTOPOPES
e Ot peyaldtepeg OovAEEC yivovtor pe 10 OMuéclo to omoio eivan
avopyavmTo kot oyt Tavto dikaio- atacHoiies, Aadduota.
e  YynA @opoloyikn Kot aGQUAIGTIKY emPdpuven Tovg terevTOiovg
UNVES TPOCTEOMKE Kot 1) TOYKOCLLN OIKOVOUIKT] KPioN TOL KAVEL TOVG
avOpdTovg va aishavovtot aféBatot yio to pEALOV.
PARTICIPANT B
In order to estimate the level of readiness of SMEs in Greece, we have to make
estimations about this level during the previous years. It is a fact, that after Greek
entrance in EU, SMEs, in their effort to defend themselves to multinational corporations
attack, they had to introduce changes in their management and organization, without
though a specific strategic plan. Software and hardware purchase, advertisement have
been some of them, and the result was to improve their situation compared to their
previous one. After that though, this change has not been continued, SMEs remained
static, without investment or strategic plans, unable to keep track or follow the fast
growing rhythms of the rest of the market.
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Mo va agloloynoovpe tov Pabud £TOWOTNTOS TOV UIKPOUECAIMV ETLYEIPT|CEDV
omv EAAGSa, elvar ypnowo va egetdoovpe kat’ apyfv Tnv mopeio mov elyav Ta
Tponyovueva Ypovia.

Eivar yeyovog 6Tt petd pe v évtaén g EAAGdog oty Evponaikn ayopd, ot
UIKPOUESOIEG EMXEPNOELS OTNV  TPOSTADES TOVg Vo avTictadobv oty enifeon twv
TOAVEBVIKAOV opiA®V, VTOYPED®ONKAY VO TPAYHOTOTOMCOVY  OAAAYES OTNV UEYPL TOTE
0pYAVAOGT TOVG, YWPIC OUMS VO VITAPYEL KATOWO0 oTPATNYIKO TAGVO. OpIGUEVES OO TIC
KIVAGELS TOL TTPOYLATOTOIMGOV NTAV VO, EPOSIAGTOOV HE  UNYXOVOYPOUEIKO eE0TAMGUO,
AVOVEDGOV TIG EMYEPNOEIS TOVG GE TAYLN, SOTAVNCOV TOGA Yio Vo S10nUicovy Tig
eMEPNCELS TOVC. To amOTEAECUO TOV KIVAGEDV OLTOV NTaV  vo PEATIOCOVY TNV
KOTAGTOOT TOVG GE GYECT LE QLT TOV PPIoKATOV TO TPOTYOVLEVO XPOVICL.

H ouvéyelo opmc dev Ntov avaioyn, o@ov TOPEUEIVOV GTAGULES WU EXOVTOGC
EMEVOVTIKA TAGVO KOl GTPOTNYIKY] HE OKOTO VO adLVOTOVV TAEOV VO, TOPAKOAOVOOLV
TOVG TOYVTOTOVG PLOUOVS avATTLENG TG EVPVTEPNG AYOPAS.

PARTICIPANT C

Readiness of SMEs is not high at all, indeed. This is easy to claim, after observing the
big number of SMEs that went out of business during the last years, as well as the
number of those who have been bought by larger firms. Big as well is the personnel
decrease in such companies, since they cannot afford to pay those wages, due to the fact
that the buying force of Greek consumer has been also decreased. From my point of
view, this is basically caused to the feeling of relaxation SMEs have, according to
previous years that job was easier to be done and profits easier to make. Due to this, i
believe that they are heading to narrowing down their business activities and finally
terminate them.

H erooémta tov pkpopecsaiov emysipnoewv eivoar 6vtog younAn. Avtd gdxolo
ocvunepaiveTor amd 10 LYNAO aplBpd PIKPOUECAI®V ETLYEPNGE®V TOVL £XOVV KAIGEL T
televtaio ypovio Kobhg kor amd avutd mov €xovv e€ayopactel amd UEYAAVTEPEG
EMLYEPTNOELG.

Meydn elvar emiong n HeEI®O™N TOV TPOCHOTIKOV OTIC EMYEPNOELS AVTEG, KOODS dgv
umopov va. avieneEEABouy otKovoulkd AOY® TOL UEYOAOL AVTOY®VICUOD KOl TNG
pelwong ¢ ayopacTikng dvvaung tov pécov 'EAAnva.

Kotd v dmoyn pov, peydio pdéio mailel oto TOPOTAVE® O EPNOLYOCUOS TOV
EMYEPNUATIOV OTIC TPONYOVUEVEG «KOAEG) €MOYES, OMOL &lyav MOAD peYAAO KOKAO
gpyaciav, kabmg Kol VYNAL TOCOCTA KEPOOVS. XE GLVOLOGUO UE TO MOTEV® OTL «TO
AOVKETO» €lval avamO@ELKTO 00MNYoVVTOL YPNYOPO GE GUIKPLVOTN Kol TEMKO GTO
KAgioyo.

PARTICIPANT D

In previous years | would have totally supported the expressed opinion. Lately though,
with the entrance of multinational corporations in Greece, and due to their transactions
with Greek enterprises or due to Greek enterprises located abroad, SMEs have started
stepping on the steps of enterprises abroad, or at least they have started observing how
the rest of the businesses is operation. | am not sure if readiness of such enterprises
abroad is caused by the organization itself, or it happens due to the general business
environment, even on the rules, or things the state gives, so an enterprise is created with
some frame, and simultaneously with a readiness for sure better that the one of most
Greek enterprises.

TA TIPOHITOYMENA XPONIA ®GA YIIOXTHPIZA TTAHPQYX THN ITAPAITANQ
I[TPOTAXH .TA TEAEYTAIA XPONIA ME THN EIZOAO TIOAYEGNIKON
EIMIXEIPHZEQN XTHN EAAAAA KAI THN XYNAAAATH ME TIZ EAAHNIKEX
EIMIXEIPHZEIX H KAI TON EAAHNIKQON EINIXEIPHEEQN XTO EZQTEPIKO
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APXIXAN KAI OI MIKPOMEZAIEX EIIIXEIPHXEIX: NA AKOAOY®OYN TA
BHMATA TQON EIIXEIPHZEQN TOY EZQTEPIKOY H TOYAAXIZTON
ITAPAKOAOY®OYN TO I1QYX KINOYNTAI OI YIIOAOIIIEX EINXEIPHZEIX
BEBAIA AEN ZEPQ EAN AYTH H ETOIMOTHTA TQN EIIXEIPHXEQN TOY
EZQTEPIKOY O®EIAETAI XTHN IAIA THN EINIXEIPHXH H O®EIAETAI KAI
2XTO I'ENIKOTEPO EIIIXEIPHMATIKO IIEPIBAAAON AKOMH KAI XTOYX
KANONEXZ — ITAPOXEX TOY IAIOY TOY KPATOYX IIOY EE APXHX
AHMIOYPT'EI MIA EIIXEIPHEH ME KAIIOIEX A IIPOAIATPAOEYX KAI
2YI'XPONQX ME MIA ETOIMOTHTA XII'OYPA KAAYTEPH AIIO AYTH
TQN ITEPIZXOTEPQN EAAHNIKQN EITIXEIPHXEQN

2. After research conducted, a gap in communication between upper management
and the rest of employees is noticed. Why do you think this gap exist, how has it been
created and do you have any idea on how to bridge it? / Merd anoé Epevva,
mopaTNPHONKE KEVO GTHY EMKOIVOVIQ AVIUEGA GTHY JLOIKNGI] KAl TOVS DTALANA0VG.
Tati moETEVETE AVTO TO KEVO VTAPYEL, TWS ONULOVPYIONKE, KOl TOIES EIVAL 01 10£EG
060G Y10 va. YepupwOei?

PARTICIPANT A
There is a gap indeed. This gap has not been created, it has always been there. It is
caused by deficiency of administration to communicate to its employees, target and
vision of the company, as well as by the low education level of management and
employees.

Many employees of SMEs treat their job as temporary, since their desire is a job in
public sector.

To bridge the gap, management has to communicate in clear and simple terms the goal
of the company, way of working, the organizational chart and then check and control
the follow up of it. Simultaneously, employees have to be educated through seminars or
sessions on their work.

[Ipdrypatt vapyet kevo. To kKevo dev dnuovpyndnke, mavTo VIPYE.

Opeireton otnv advvopio g O10iknong vo HETAPEPEL GTOVG VTOAANAOVS, TOLG
6TOYOVG KOl TOL OPALLOTO. TNG EMLYEIPNONG, OTO YAUNAO PabUd LopEOGE®S TG dtoiknong
KOl TOV VITOAAA®V.

[ToAlol vwddinior MMX emyeipnoewv PAETOLY TNV SOVAEWEL TOVG TPOSMPIVY| YloTi
Bélovy va petammocovy 6Tov ONUOGLO TOUED.

IMa v yepOpmon 1ov Kevoy TPEmeEL 1 O101KNGN VO LETAPEPEL PE CAPEIS KOl OTAOVG
TPOTOVE TOVG OKOTOVG TNG EMyeipnong, Tov TPOmO €pyaciag, EMKOW®VIAG, TO
0PYOVOYPOUUN GTOVS VITOAANAOLG KOl GTY) CUVEXELN VO EAEYYEL AV TNPEiTaL, OALL Kot
follow up. TTapdAAnia ot VIGAANAOL TPETEL VO EXLULOPPOVOVTOL GE SAPOPU GEUVAPLAL
N NUEPIOEG GTO OVTIKEILEVO TOVG.

PARTICIPANT B
This gap is due to the fact that management used to apply and unfortunately still do
until today, concentration management, by not allowing employees the possibility to
express their opinions and participate in solutions that would improve the company’s
operations. What | mean is, with their tactics, they have transformed their organizations
to a public sector business form, where employees’ only motive is when the working
hours will be over.

As a result, management does not invest, as they should to human resources, which is
the main factor of a company. What | mean is that, most of them do not train employees
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accordingly, do not give those motives for better work results and avoid discussing with
them company issues or even personal ones.
To bridge the distance between management and employees, it is required from the
organizations to apply participation management, operate under team spirit, which will
be based on trust, open minds, mutual respect and research of improvement in every
sector.
To ovykekpyévo kevd opeileTonr 610 YEYOVOG OTL ol Atlowknoelg epdppolov Kot
dvotuydg cuveyilovv va gpapudlovv péypt kot onuepa cvykevipmtikdé Management,
un otvovtag oTovg LIOAAAOVG TNV SLVATOTNTO VO KOTOOEGOLV OmOYEIS Kol Vo
ocvppetdoyovv oe Avoelg mov Ba Ponbodoov oty kKaALTEPN AgTovpyid TV
EMYEPNCEOV. ANAOON LE TNV TOKTIKN TOVG UETETPEYAV TIG EMYEPNOELS TOVG GE LOPON
Anpociov 6mov 0 VIGAANAOG T0 Lo6VO Tov Pacikd KivnTpo eivar moTE Ba TEPACEL 1| P
G EPYNGLNG TOV.

Kotd ovvénelo ot Atownoelg dev emevovovy  Omwg Ba 6pethav 610 avBpdmivo
SuVapIKO TOLG, TOL €lval KOl TO KVUPLO OTOWEl0 TV emyelpnoemyv. Aniadn ot
TEPLOCOTEPEG OO AVTEC OEV TOVG EKTALOEVOVV KATAAANAQ, dEV TOVG divouv KivinTpa Yo
KOADTEPO AMOTEAEGUATO TNG EPYACIOG TOVG KOl omo@ehyovy va. culntodv pall Tovg
Oépata g emyeipnong N aKOUN Kot TPOSOTIKA Tovg Opata.

Mo va yepupwbBovv ot amootdoelg peta&d Atoiknomng kot vraAANAov ypelaletor n
emyeipnon va gpapuoler mAéov moAvperoyxikd Management kot va Agttovpyel pe
euocopion opddag, M omoion Ba otmpiletor omv gumicToocHvny, STV EVPVTNTA
TveLLOTOG, oTov apolfaio oefacud kot otnv avalntnon Peitimong o kabe Topéa.
PARTICIPANT C
Communication between two teams can be successful only when, firstly their basic need
are satisfied and second, when disagreements among them end up in agreements that
satisfy both.

Low salary of employees in many cases is not enough to cover their and their families’
basic needs. Combined with financial difficulties of businessmen disagreements are
created among the two teams and the communication gap is not avoided.

Even in cases of middle or high level salaries, businessmen demands are bigger than
expected. So, there are employees without will and businessmen that are not satisfied
from low productivity of their staff.

I believe that management has to pay attention in fulfilling the financial needs (to the
degrees this is possible) and also pay even more attention to show it cares about
employees by doing quality movements. Such movements could be parties, value added
gifts, awards and so on. Such actions create a feeling of security to them and they are
more open to the idea of working more hours, with more quality and convince them that
when business is flourishing, so is he.

H emxowovio petald 600 opddwv pmopel va eivor emrvoynuévn povo otav Kot
TPAOTOV 01 PACIKEG TOVG OVAYKEG E1vOL TKAVOTOINUEVES, KOl KOTA dEVTEPOV O1 PETAED
TOVG OAAYES KATAAYOLV GE GUUPMVIEG TOV TKAVOTO10VV Kol TOVG OVO.

O yopunAdg poBdoc TV VTOAMA®V 6€ TOAAEG TEPIMTMOELS OV ival IKOVOG VO KAADWEL

TG Poaocwkéc avdykeg Tov KOODG Kol TIC OWKOYEVELAG TOV. X& GLVOLOCUO HE TIG
OIKOVOUIKEG OVOKOMES TV EMYEPNUOTIOV ONUIOVPYOVVTOL TPOSTPPEG AVAUESH OTI
000 OpAdES KO £TG1 TO KEVO EMKOVOVING EIVOL AVATOPEVKTO.
Axoun Kol oTIC TEPMTOGELS UEONG N Kol LYNANG HoBodociag ol amattioels TV
EMYEPNUATIOV elvarl dvcavdioya peydies. Etol éxovpe vroAAnAovg ympic GrAdTILO
KOl EmyEpNUATiec mov 0ev eivar guyoploTNUEVOL Omd TNV YOUNAT AmOd0oon TOV
VTOAAMA®V TOVG.
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[Motevm mowg M doiknon wpénel va dmoel PAPOS GTNV TANPMOT| TOV OKOVOUIK®OV
avaykdv (660 avtd eivar dvvatd) aAAG okOun 7o onupovtikd eivor vo deifel 0T
voldleTonl Yoo TOVG VTOAANAOVS KAVOVTOS TOOTIKEG Kivhoels. Tétoleg eivar ot
KOWOVIKEG eKONADOELS, ddpa NOwNg a&lag, Ppafevoels VTOAANA®Y Kot GAAES. AVTOD
TOV €100VG 01 evépyeleg dNUIOVPYOLV KAILO AGPAAELNG 6TO VITAAANAO OV £TOL YiveTan
O OEKTIKOG OTNV 10€0 VO OOVAEYEL TEPIGGOTEPO KOl MO TOOTIKA, KABDG Pmopel va
nelebel 0TL 0 gunuepia TG emyeipnong etvar dpOHOG Kot Y1 T1 O1KN TOL.
PARTICIPANT D

The gap created in communication between management and employees is due to the
quality of communication from upper level positions to lower ones, how they transfer
information and opinions as well as to the capability of them to bridge this gap. On the
other hand it is caused by administration itself, and to the degree it wishes this gap to
exist or wants to bridge it. It is for sure though; that it is huge success for an enterprise
to have as less gaps as possible because then a team of high standards is created.

People that act as linkages between management and lower level positions are the only
ones who can bridge those gaps through frequent sessions so that each part understands
the other’s behavior even in difficult situations and discussion helps to smoother
transition, system or decision.

TO KENO TII0Y AHMIOYPI'EITAI XTHN EIIIKOINONIA METAZEY THX
AIOIKHZHE KAI TON YITAAAHAQN O®EIAETAI XTO KATA I1I0XO TA
YTEAEXH THX EIIXEIPHXHYX XE OEXEIX KAEIAIA METABIBAZOYN
ITAHPO®OPIEX KAI ATIOYEIX AIIO ITANQ ITPOX TA KATQ KAI ANTIZETPO®A
KAI KATA TIOZO EINAI IKANOI AYTOI OI AN®GPQIIOI NA TEOYPQXOYN
AYTO TO KENO .AO®ETEPOY O®EIAETAI KAI £THN IAIA THN AIOIKHXH
KATA TI0OXO GEAEI NA YITIAPXOYN AYTA TA KENA H AN KATANOEI TI
YHMAINEI TO KENO II0Y AHMIOYPTEITAIL XII'OYPA ITANTQZX EINAI
MET'AAH EIIITYXIA NA MIIOPEI H EIIIXEIPHXH NA EXEI TA AITOTEPA
AYNATA KENA AIOTI ETZI H OMAAA TIOY AHMIOYPI'EITAI EINAI ITOAY
YWYHAQN ITPOAIATPAD®QN.

OI ANGPQIIOI ITOY BPIZKONTAI AN ENAIAMEZOI KPIKOI METAZEY THX
AIOIKHEZHE KAI TON YITAAAHAQN ( AIEY®YNTEZ-TIPOISTAMENOI) EINAI
AYTOI KAI MONO T10Y MITOPOYN NA T'E®OYPQXOYN TA KENA MEZA AIIO
THN TAKTIKH ENHMEPQXH — ITAHPO®OPHZH QYXTE KAG®E MEPOX NA
KATANOEI THN XYMIIEPI®OPA TOY AAAOY AKOMH KAI XE AYZKOAEX
[MEPIIITOQXEIX H XYZHTHXH ©A BOHOHXEI XTO NA T'INEI ITIO EYIIEIITO H(
AAAATH-ATIODAXH-XYEZTHMA) .

3.”ICT adoption in SMEs.” Do you think it is possible? / «Yi00sétnon
TEYVOLOYIOS EMIKOIVOVIOV OO TIS HIKpouesoaiss cmiyeipioels.n Ilotevete eivar
oovatov?

PARTICIPANT A

Yes, t is possible to adopt ICT as long as the cost is not blocking the operation and
profit of the company.

Noat, BéPata eivar dvvaty n vioBEéton teyvoroyidv, apkel 10 KOGTOG Vo pUnv eivat
OTTOYOPEVTIKO Y10 TNV AELTOVPYia Kol TNV KePOopopia NG emyeipnong.

PARTICIPANT B

I believe there is the possibility to overcome the obstacles, as long as there is a certain
plan of action. What | mean is to record the needs, the cost and the expected result.
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[Tiotevm 6T VEGPYOVV 01 FVVATOTNTES VO EEMEPATTOVV Ta OO PO, apKel BEPata
VO VTTAPYEL CLYKEKPLUEVO TAAVO EQPOPUOYNG. ANAdN VO KATOYPOPOVV Ol AVAYKES, TO
KOGTOG Kol TL amoTtéAecpa Oa pag dMGovV.

PARTICIPANT C

ICT is an issue that sooner or later companies have to invest to. It is a step on which
improvement and welfare can step on. Of course, depended on size and kind of the
company, it is more or less needed. For sure though, no enterprise can have future
unless it invests on this area.

Summing up the information above, ICT adoption has to be possible by SMEs.

H teyvoroyio emkowvovidv givar éva kepdioto mov 1M kdbe emyeipnon O mpémel va
enevdvoel apyd M ypnyopa. Eivar éva BaBpo mave oto omoio umopel va ytiotel m
avantuén Kot 1 evnuepio. Puowkd avdioya pe To €idog kot To péyebog g emyeipnong
elvar Aydtepo M mepiocdTEPO avaykaia. To ciyovpo sivar 6Tt Kapio emtyeipnon dev €xet
UEALOV av deV EMEVOVGEL GTOV TOUEN QVTO.

‘Exyovtag mer to mopomdvo, 1 «1of€tnon  TeXVOAOYing EMKOWVOVIOV Omd  TIG
UIKPOUECAIEG EMYEPNOELS) TPEMEL VAL YivEL SuvoT.

PARTICIPANT D

Of course ICT adoption by SMEs is possible, and necessary. There is no single person
that is not involved in technology, especially young people for whom it is easy to accept
and work in ay system adopted by the company.

The hard task is businesses whose owners are older in age or generation, where
adopting ICT is hard for the owner himself.

OYXIKA KAI EINAI AYNATON H YIO®ETHXH TEXNOAOITAX
EIMIKOINQONION AIIO TIX MIKPOMEZXAIEX EINIXEIPHXEIZ KAI MAAIXTA
EINAI AITAPAITHTO. ITAEON AEN YITAPXEI ANOPQIIOX I[1I0Y NA MHN
AYXXOAEITAI ME THN TEXNOAOI'TA EIAIKOTEPA TI'TA TOYXZ NEOTEPOYX
ANGOPQIIOYZ EINAI KAI EYKOAO NA TO AIIOAEXTOYN KAI NA
AEITOYPTHXOYN TO OIIOIO XYXTHMA EIXAXOEI ZTHN EITIXEIPHXH.

TO AYXKOAO EINAI On H ENIXEIPHXEIX TIZ ITPOHI'OYMENHX I'ENIAX
KAI OI IAIOKTHTEX TIOY AEN EINAI THX NEAX T'ENIAX EKEI YITAPXEI
AYXKOAIA QXTE O IAIOX O EIIXEIPHMATIAY NA  EIZATEI KAI NA
YIOOETHXH THN TEXNOAOTTA TON EIIKOINQNIQN.

4. Employee training. What is your position towards this statement? / Exraidcvon
apocwmikov. Ilowa civar n Oéon cas oc avty ™y npotacny?

PARTICIPANT A
Personnel should always be trained. Training helps in adopting new technologies, ways
of working and increases personnel’s’ confidence.

Of course, subjects, way of training and time is a hard task that should be handled with
extra care.

It is not possible for a company that wants to achieve development, deployment of new
ideas, technologies, and innovations without trained personnel.
To mpocwmikd mpénel mavta vo ektoadeveTon. H exmaidevon cuvierel oty apopoimon
VE®OV TEYVOLOYIDV, VE®V HeBdO®V Kot avePdletl To OO TV LIAAAA®Y.

BeBaing Ta 0épata, o tpdmog exmaidevong Ko 0 xpovos, eivar £vo SUGKOAO KOUUATL
OV TTPEMEL VOL YIVETOL UE TTOAD LEYAAN TPOGOYT KO LEAETY).

Agv gtvon dvvatd pa emyeipnon va B€AeL va avartuyBel, va epapuocetl véeg nebosovg,
TEXVOAOYIES, KOVOTOUIEG YMPIg EKTAOELUEVO TPOCOTIKO.
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PARTICIPANT B

From the moment human factor is the most determining one in evolution of each
company; | believe it is necessary requirement to have trained employees.

In this way, it will develop employees’ talent and will be able to look forward to better
work results. Also people will realize easier company’s efforts for his own improvement
and will get the feeling of working in a healthy business environment.

Amd ™V otTiyn] mov o avOpdmTvog mapdyovtag eivol kol 0 mo kafoploTikdg otV
eEEMEN g khBe emyeipnong, moTev® OTL gival amapaitntn tpobindOeon va dabétet
EKTTOLOEVUEVOVG VTTOAAAOVG.

Me tov 1poémo avtd Bo avartiéel T0 TAAEVTO TV VTOAANA®Y Kot 0o TPoGPAETEL oE
KoAOTEPO. amoteAécpata g epyaciag tov. Emiong o dvBpomog Ba aviiinedel mo
g0KkoAa TIC Tpoomdfeleg TNG emyeipnong Yo v Pedtimon tov kot dTtL epydletorl o€ Eva
VYLEG emayyEALOTIKO TEPBAALOV

PARTICIPANT C

There is nothing more important at productivity than employees training. Company
owes to train its personnel not just to show to employees how a job is being done, but
also to be sure that he will perceive philosophy and strategy of the company exactly the
way it is. In many cases, the same task can have different impact in different companies.
This should be completely understood by each employee and the most proper and fast
way to perceive it, is training.

Agv vmapyel Timota WO ONUOVTIKO omd TNV EKMOIOELON TOV MPOCOMTIKOV GTNV
amoteAecpatikOTNTd Tov. H K40 gTapio opeilel vo ekmadedoEL TOVG VITAAAAOLS TNG,
Oyt HOVO Yo vo. 0gi&el otov epyaldpevo To TMOG yivetal pio SOLAELd, OAAL Yo Vo Etvon
ciyovpo 01t Ba TepaoTEL ATOPLO 1| PIAOGOPIO KOl 1) GTPATNYIKN TNG ETALPLOG. XE TOAAES
TEPMTOGELC M Epyacia eivat 1o og pia emtyeipnon 1 o€ pio GAAN, 1 CNULOVTIKOTNTO TNG
gpyaciag avtmg elval dpopeTiky. Avtd mpémel va ivar Katavontd amd tov kdébe
VIAAANAO KOl O IO GOOTOS Ko YPYOPOS TPOTOS VoL TO avTIAN@Oet elvan 1 ekmaidevon).
PARTICIPANT D

It is the beginning and the end. In an enterprise, employee training is the factor that will
distinguish it from the competition.

Any company can produce or sell products or services. At the point that human factor
enters this game, the best trained one is the winner (philosophy, culture, and training).
Training has many aspects besides learning technical characteristics, which still, is a
big part of basic training. Development of emotional intelligence is the part that has
many aspects to be developed and can give to management the added value of each
employee.

TO A KAI TO Q . XE MIA EIIXEIPHXH EINAI H EKIIAIAEYXH TOY
[TPOZQITIKOY .TO IMPOZQIIIKO EINAI O [TAPATONTAX ITOY ®A KANEI THN
ATA®OPA XE MIA EINIXEIPHZH XE XXEXH ME MIA AAAH .

OAEZ OI EIIIXEIPHZEIZ TAPATOYN H ITOYAOYN ITPOIONTA -YITHPEZIEX
, 2E OIIOIO KOMMATI EMIIAEKETAI O ANGPQITINOX [TAPATONTAX EKEI
EPXETAI TO IIOIOX EINAI KAAYTEPA EKITAIAEYMENOX ( ®IAOXO®IA —
KOYATOYPA — EKITAIAEYZH ) .

H EKITAIAEYZH EXEI TTOAAA KOMMATIA TIEPA THX MAG®GHXHX TON
TEXNIKON XAPAKTHPIZETIKON TOY KAG®E EKITAIAEYOMENOY ENA
MET'AAO KAI BAXIKO KOMMATI ITEPAN THX BAZIKHE EKITAIAEYXHZ Eivau
H ANAIITYEH THX ZXYNAIZ®OHMATIKHYX NOHMOZXYNHZ TIIOY AYTO TO
KOMMATI IIZTEYQ OTI EXEI AITEIPA XHMEIA NA KAAAIEPTHXOYME —
EKITAIAEYXOYME KAI AIIO AYTO MIIOPOYME NA ITAPOYME THN
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[TPOXTIGEMENH AEIA TI0Y MIIOPEI NA AIIOAQZEI O KAGE
EPI’AZOMENOX .

5. SMEs are not open to change. Do you agree or disagree and case you
agree, why do you think this is happening? / O1 pikpousoaiss emixeIpPAOEIS
Ocv &gival «avoIxTéC» OTnV aAAayn. ZUNQPWVEITE N1 OIAQWVEITE KAl £Aav
mioTeveTe 10 idIo, yiari vouifere ouuBaivel auro?:

PARTICIPANT A
SMEs are open to change.
O1 MMZX emiyelpnoelg eivar avorytég oTny aAlayn.
PARTICIPANT B
| totally agree, and | would say this is the rule with few exceptions.
| believe that two are the main reasons SMEs do not dare to change.
Specifically:

¢ Since a company achieves its goals, it is hesitating to perform changes because it
has to make decisions that probably include risk.

e Changes require cost that they are not willing to pay.

In any case, | believe that each company, in order to ask for success that will last in
time, should examine on time the existing conditions and take decisions that will bring
the expected benefits. It should, in frequent time gaps, reconsider company’s route, set
the next target, calculate the cost required and predict the benefits.

Zopeova amdAvto Kot avtdg Bo Edeya sivarl kot 0 KOvOvog mov TEPLEYEL EAAYIOTES
dvotuymdg eEapéoels.

[Tiotev® 6Tl dvo gival o1 KOPLEG OUTIEC TOL Ol WKPOUEGOIES OEV TOAUOVV OAAAYEC.
2VYKEKPEVQL:

e  Amd ™V oTIYUN TOL W0 EMLXEIPTON TETVYALVEL TOVG GTOYOVS TNG, OEV TOAUA VOl
TPOLYLLOTOTTOUCEL OAAAYES, Y1IOTL KOAEITOL VO TAPEL ATTOPAGELS TTOV EVOEXOUEVMG
va TEPLEYOLV pioKO

e O oAayég TIG TEPLoTOTEPES POPEG TPOVTOOETOVY KOl VAIKO KOGTOG TO 0Toi0
dev elval drateelpéveg va emevoLGOV.

e kéBe mepintwon motevw OTL M KABe emyeipnon Yoo Vo TPOGIOKE GE OLAYPOVIKES
emrvyieg, yperdleton va e€etdlet eykaipme TIg GVVONKES TOV EMKPATOVYV KO VAL TOUPVEL
aro@doelg yio aAhayég mwov Ba otnpilovion oe avTamodoTIKd 0QEAT. ANAad Tpénel o
TOKTIKG dlaoTiHOTe Vo, ETaveEETAleTon 1| Topeia TG eToupeiag, va TifeTon 0 emOUEVOG
otdyoc, va vmoloyileton to KOGTOG TOL YperaleTon yioo vo. emrevybel kol vo
TPOPAETOVTOL TOL OQEA).

PARTICIPANT C

| agree that most SMEs are not open to change. In most of the cases founders of them
are responsible for this. They support the idea “this is the way it was done until now” or
“it has been efficient up to now, why not continue to be?” Most of the owners have
studied the business in practice instead of universities. This means that they have not
come across different management styles and technology applications. So they face each
kind of change with hesitance or fear.

On the other hand there are businessmen who search for investments at any chance( in
solid things or human resources) to evolve their companies, increase the growth and
make it more productive.

Eipot cOpewvog 0Tt o1 meplocOTEPES KPOUEGAIES EMYEIPTOELS OEV Elval AVOLYTEG OTIG
oAhayéc. AVTO OTIC TEPICCGOTEPEG TMEPUITAOGES OPEIAETAL ©TO YeEYOvOG OTL Ol
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TEPLOCOTEPEG OMO AVTEG O10IKOVVTOL Atd TOVS WPLTEG TOV. AVTO onuaivel 0Tt glvan
VREPACTIOTES TNG ATOYNG «OLTO £TGL YIvETO N «TOGA YPOVIA £TGL TO KAVO» 1) aKOUN
«UEXPL TOPO NTAV a0dOTIKO, YTl Vo unv cvveyioel va givaty. Ot tepiocdtepot and
TOVG OPLTEG OEV €YOVV GTOVOAGEL OTO TOAVETIGTHHLO OAAG 6TV ayopd. Avtd onuaivel
OtL dgv &youvv épbel oe emoen pe GAAOVG TPOTOVG O10iKNONG KOl €POPUOYNG TNG
teyvoloyiag. 'Etol avrpetonilovv kabe €idovg aAloyn HE EMPLAAKTIKOTNTO 1| OKOUN
Kot eofo.

ATO TV GAAN HEPLE VTTAPYOVY EMYEPNUATIEG TOV OVA TAGH GTLYUN avalnTohyv TPOTOVS
emévovong (o€ ERYuYo Kot dyvuyo VAIKO) 6TV €Toipio TOVG MGTE Vo TV eEgAEovy, va
TNV ovarTHEOLV Kot TV KAVOLV MO OTOTEAEGLLOTIKY.

PARTICIPANT D

In all enterprises changes have difficulties, the biggest the company the most frequent is
to meet the idea of self decide and command, change is happening due to pending needs
where in SMEs issues are easier to discuss resulting in each change to be questioned
whether it fits to the company or not.

>E OAEX TIXZ EINIXEIPHZEIZ O AAAATEX EXOYN KATIOIEX AYXKOAIEY .
OXO0 MET'AAYTEPH EINAI MIA EIXEIPHEH TOXO IIEPIZXOTEPO
EITIKPATEI KAI TO (ATIO®AXIZQ KAI AIATAZQ) KAI H AAAATH T'INETAI
EE ANATI'KHX I1IO TPHI'OPA AIIOAEKTH ENQ XE MIA MIKPOMEZXAIA
EINIXEIPHEH TA TIIPATMATA EINAI AII'O IIIO XYZHTHXEIMA ME
ATIOTEAEEMA H KAGE AAAATH NA AMOITAAANTEYETAI NA
[MTPOZAPMOZXTEI XTHN EIIXEIPHXZH.

6. There is a claim that ICT is the fourth business resource along with
land capital and labour. What do you think? / Ymoornpi{ouv ot n
TEXVoAoyia esmKolvwviwv givalr To TETAPTO PACIKO OTOIXEiO MIAC
emixeipnons padi ue Tn yn, To KEQAAAIO Kai To Epyariko Suvauiko. Eoeic 11
MIOTEUETE? !

PARTICIPANT A
ICT is a basic element of an enterprise.
No company can operate without it. The point is thought to go together with company’s
growth.
During the last years, ICT has been extremely developed but with very high costs.
When ICT benefits go together with company’s growth this is a basic element.

H teyvoroyia emkovoviav gival Bacikd ototryeio pog entyeipnonge.

Xiyovpa kopio emyeipnon dev pmopel va Agttovpynoet yopig avtr. To Bépa
opmg eivar va coppaditovv pe v avdmntuén g entyeipnong.

Ta televtaio ypovia n teyvoroyio avtn £yl KAvel AApato oAAG To KOG givar
TOAD LYNMAL.

Otov ovpPadifovv ot amodOcELS TG TEXVOAOYING ETIKOIVOVIDV LE TNV OVATTUEY
g etanpeiag etvan Pacikd otoygio.

PARTICIPANT B

The way today’s business environment is formed, I believe ICT is having a very
important role. 1 am still thinking if it really is the fourth basic resource to company’s
development. My position is that only human factor is dominant in a company and the
rest are combination of things. So, if there is trained personnel, it can manage capital
and land accordingly, as well as manipulate properly technology general and ICT too.
Onwg €xet dwpopembel  onuepa to emayyeAUOTIKO TEPPAAAOV, TIOTEL® OTL M
teyvoloyio TV emkovoviov dwdpapatiler apketd onuaviikd poro. Eipor opwmg
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OPKETE TPOPANUOTIOUEVOS av Tpaypotikd givol to tétopto Pacikd otoyeio oty
e&EMEN ¢ emyeipnong. H B€om pov eivar 611 pé6vo 10 avBpmdmvo dvvoptkd givol to
Kuplapyo otoyeio oe o emyeipnon, ta veoélowmo &ivol GUVOLOGHOS TPAYUATMV.
Emopévog av vmapyel KoTqAANAO EKTOOEVUEVO TTPOCHOTIKO, UTOPEL Vo SloyelploTel
KOTAAANAQ TO KEQAAOLO, TNV YN, Kot va xepiletor KeTdAMAo yeviKd TNV TEXVOAOYiaL
KoL E0IKOTEPA TNG EMKOIVOVING.

PARTICIPANT C

Importance of ICT was mentioned in the third question. What | want to add here is that
In certain cases, it is more important than land and labor. Of course, in order to have
communication and its technology, it has to be labor.

Tn oNUOVTIKOTNTO TNG TEXVOAOYING EMKOWVMVIOV TNV TOVICO GTNV TPITN £pMOTNOT]. AVTO
ov Ba wpoohiow oV epOTNON aLTH €lval OTL G KAMOEG TEPUTTAOCELS Eival Mo
ONUAVTIKY Ot TNV YN Kot T0 kePdAoto. BéPata yia va vrdpEet emkowvmvia Kot dpa n
TEYVOLOYIOL OLTNG, TTPETEL VAL VITAPYEL EPYATIKO SVVOLIKO.

PARTICIPANT D

For sure technology is the medium- tool that participates in all operation of a company.
It is the basic element and companies have to invest on it to all departments, either
production or sales, since it makes the procedures more accurate, faster in any part of it.
I do not know if it is the fourth element and if it should be placed after land, capital and
labor, maybe in scientific companies it really is. Maybe in the next decade since
technology increase is going to be out of control and maybe becomes “smarter” it finally
Is the fourth element.

SITOYPA H TEXNOAOITA EINAI TO MEXZQ - EPTAAEIO TO OIIOIO
SYMMETEXEI XE OAEZ TIAEON TIZ AIAAIKAXIEX MIAY EIIXEIPHIHX
.EINAI( BAXIKO XTOIXEIO ) KAI TIPEIIEI H EINIXEIPHXZEIZ NA EIIENAYOYN
I[TANQY XE AYTO TO XTOIXEIO XE OAA TA TMHMATA EITE ITAPATQI'TKA
EITE EMIIOPIKA A®OY ®A AIEYKOAYNEI XTO NA YITAPXEI KAAYTEPH
AKPIBEXTEPH KAI TPHI'OPOTEPH AIAAIKAXIA XE OITOIO KOMMATI KAI
NA XPHZIMOIIOIH®ETI .

AEN EEPQ EAN AYTH TH XTII'MH EINAI TO TETAPTO BAXZIKO XTOIXEIO
KAI EAN IIPEITEI NA MIIEI META TH I'H TO KE®AAAIO KAI TO EPTATIKO
AYNAMIKO I[2QY XE KAIIOIEX EINIZTHMONIKEY EIMIXEIPHXZEIZ ITIAEON
NA EINAI TO 4 BAZIKO XTOIXEIO. KAI IXQY THN EIIOMENH AEKAETIA
E®OXON H TEXNOAOI'TA EE®YTEI KAI AAAO KAI ENAEXOMENQY NA
EINAI AKOMH ITIO ( EEYIINH ) TOTE NA EINAITTA OAEZ TIX ETIIXEIPHZEIX
TO 4 XTOIXEIO .

Appendix C:

The following table summarizes implementation of decision that companies A and B
have taken. Having a closer look at it, becomes clear why the same decision had
different effect on the two organizations, and provides example of the importance
execution carries in each decision.
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COMPANY A

o Asked external help, cooperated with an Altek representative to help
employees get used to new software

¢ Knowledge of staff was enhanced so their knowledge level higher

o Self confidence increased

e Productivity increased, in the quest of employees for operations and
capabilities of new software

e Managers asked from Altek report showing their employees’ progress

COMPANY B

e Remained to the basic training

e Knowledge level remained the same

e Self confidence decreased, since difficulties using new software release,
reduced employees trust to their capabilities

e Productivity remained the same and slowed a bit down, until employees
managed to perform same activities as before, with the new software

e Managers observed difference in results with company A, but did not bother to
look what they had done differently and did not have the same success

COMPANY C

¢ Needed a SHARP consultant on a daily basis, since employees were unable to
work with the new software.

e Knowledge level remained the same, still it could not be used, because it was
only theoretical and in practice they could not carry out the tasks they had to.

o Self confidence became absolutely low.

¢ Productivity was crucially decreased

e Managers observed difference in results with company A, and B and where
thoughtful about the cost implied to go back to previous software package.
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Appendix D:

Employee sample was taken from accounting, sales and management department, one
for each of the three organizations participated in the case study. In the following list are
described the tasks they were asked to perform and the number in second column shows
how many out of five people managed to accomplish them.

TASKS TO DO Company | Company | Company
A B C
Open a text editor and write a memo 5 2 4
Open calendar to check a date 3 0 0
Open capital release and search for a customer | 5 5 5
Open capital release and create a sales graph 3 1 1
Make a new folder on desktop 5 5 5
Make a new folder in your hard disc 4 4 3
Make a new folder in the network disc 3 3 3
Connect to the internet 5 5 5
Open your email account and sent an email 5 5 5
Open a web browser 5 5 5
Find an online economical newspaper 2 0 0
Find your horoscope 3 2 3

Tasks asked to be carried out may seem random, but the logic goes like this.

Everyday tasks like memo, calendar, folder management, email use, basic internet use,
are tasks performed by the majority of people working on computers generally.

Tasks like horoscope reading are entertainment employees may have using the internet
and is used to be compared with the online economical newspaper, which is a more job
related task.

Finally, capital release tasks are work required duties.

From a first glance, we observe that general computer tasks are more or less carried out
by most of them, where capital release ones, are carried out in a better range by
company A compared to B and C.

A closer look though, shows that browsing the internet to find horoscope predictions
seem easier to most of them in all three companies, whereas doing the same activity to
find economical news seems harder for people working in companies B and C. This
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comparison is important, because it shows that for a task that requires the same steps,
nature of it plays important role.

Summing up, this table shows that it is not only the knowledge or the training that helps
employees adopt ICT, crucial is their willing to do so.



