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1 Case study 1: transport/comms sector; 0-4 staff; high-level adopter, average business performance

1.1 Company details

The business is in the main (although not exclusively) a household removals service based in Berkshire. They employ two people other than the owner and have been operating since 1975, either from the present owner’s property, or originally from his father’s house which is in close proximity to the current site.
1.2 Perceptions and current use

A desktop computer, a laptop, mobile phones and satellite navigation systems are in current use. The company also runs a website, which is said to have increased business by around 25%.
My website business has gone up from probably less than 5% to about 30% over the last year and a half. I reckon a third of my work now comes off the internet

A second website is in the offing
I’ve got [domain name matching the business name] which I set up a long time ago and I bought the domain [additional domain name related to business activity and location] because it’s a brilliant search engine name. I’m about to launch the new site this week
The company does not use eMarketing, feeling that it would not be cost effective as potential customers tend to get a number of quotes before offering a job.

Well if you move you get a quote and you always get two quotes or three quotes.  I see it personally as a bit of a waste of time targeting, because whatever you do they’re going to go to someone else anyhow. And they’re going to find you either on the web or in the Yellow Pages
Generally there is a very low level of interest in ICT; Social networking (using ICT) is considered to be a waste of time, and a risk to personal security.

I personally think it’s a terrible thing; it’s a great time-waster. It puts an awful lot of personal information out in the public domain. It plays absolute havoc with any concept of personal security. There are lots of things said these days about ID theft, and you’re making it easier for the people who are not exactly on your side…….and it’s much more fun in the pub over a beer!
Although customer relationship management as a concept is considered to be very important it is not understood how ICT can help. 

I personally find that very important. I didn’t realise it was an IT system
Perceptions of enterprise resource planning are similar to CRMs insofar as it is considered a most important aspect of business - however is seen more to relate to the application of common sense rather than a sphere that requires the use of an ICT application. Computers are felt to have a limited range of suitability. 
I don't think any successful business doesn’t do it. I didn’t know there were programmes for it. I don't like to boast but I do feel I have quite a high level of common sense and common sense is not common. Well you get some good things on the computer but it never... I don’t feel it ever is better than [a common sense approach]... it’s not intuitive, it doesn’t think.

The interviewee does not know what Virtual Private Networks or Next Generation Access Networks are.
I don't know what that is. I could probably guess but I don't know what that is

Even for the basic business functions ICT is only reluctantly employed.

I do know I could make it easier if I put it on a computer. But I love a bit of paper and pencil. I do all my tax stuff online though, which is incredibly easy now

1.3 Effectiveness

The interviewee considers that ICT is used as effectively as practicable given the limitations over IT ability within the company.
I’m using it as effectively as my IT ability takes me. I know my limitations. I’ve got friends who are wizards with computing stuff, and if I get a problem I call them
The use of ICT is not felt to increase productivity – in fact the opposite might be closer to the mark.
No, because I tend to start playing solitaire instead 

However e-mail is something that has helped speed up communications.
I have some customers who I’ve got in store who are overseas. I’ve got one customer in China….I send her an e-mail, I get an answer back within ten minutes. In the old days I’d send her a letter, and after 2 weeks I’d wonder if she got it and I’d post her another one. E-mail is absolutely brilliant

Productivity depends to a great extent on the numbers of people who are seeking removal services actually making contact with the business, and so the website is a valuable tool for enabling easier contact.

People contacting me? The website might help with that 

No measurement or evaluation is undertaken with regards to the cost effectiveness or value for money provided by any ICT investment.  As the use of ICT is minimal, the interviewee does not feel it necessary to measure the benefits or otherwise.  

I’ve got a website because I thought I ought to - this was going back before I guess websites were everywhere. It did nothing for two years. It just sat there. And then I got a bit more serious about it, and I feel it’s well worth everything I’ve done with it. Do I measure the effect or cost-effectiveness of it? No. At the end of the day, people phone me up, I go and see them and I either get the job or I don’t. Having a computer makes no difference to that 

1.4 Drivers for the adoption or increased use of ICT

The interviewee does not consider the business to be particularly proactive in seeking out new ICT opportunities. It is rare for them to take time to actively search out ICT solutions, although they may occasionally stumble across something they would use, or even consider a personal recommendation and try something out.

I might come across something and think that could be useful, or someone might say to me have you tried this? And I might try it - I can’t say I actively go looking to see what IT can do for me
They would like to be more proactive, and feel that whilst it would not necessarily have any particular business benefits it would be a boost to the owner’s ego.

I’d like to be cutting edge, not for any business benefit - I doubt there would be any but it would just do my ego good
Any decision to invest is taken by the owner, but as a rule, ICT is not considered to be important to the growth or increased profitability of the business, nor in expanding the customer base. The human and personal elements are the key factors.
It’s not important to the business as such. The profit in my business comes from mainly the guys who work for me.  My customer base is everybody in Newbury, or everybody within 20 miles of here who might want to move. 60% of my work comes from recommends - most people say ‘we had Mr XXX, can’t think of his number but he’s in the book, he’s on the web.’ I reckon if I get face-to-face with somebody I’ve got a 60 or 70% chance of getting the job
1.5 Planning and budget

Perhaps due of the human scale of the business, upgrading or investing in new technology usually tends not to be too considered a decision.
I like gadgets!

The planning time for buying ICT might not extend beyond that simply required to choose a product; however, dependant on the product time, more prolonged product research has been undertaken at points in the past.
With the laptop I just went out, I decided I ought to have a laptop, I thought it would be very useful. And I went out and bought the best I could find. My wife loved it so I went out and bought myself another one. The [satnav brand] took me a couple of months from deciding I ought to upgrade to looking at what was available and making the final decision 
All expenditure tends to come from a single budget, and if something is desired and can be afforded, it is bought.

It just comes out of the... out of the business. It goes down as a business expense at the end of the day…I figure if I spend £1000 on a computer, that’s £1000 that’s not going to get taxed on. But basically I don’t even think about it like that. I just figure we can afford it. The business can pay for it. We’ll have it

1.6 Future activity

There are no current plans with regards to new technology. Nor is there known need for any new adoption at the current time (although this may change). Most of what the company currently uses is the only ICT they see as relevant so far.

Nothing planned, but you don't know what gadget you’re going to see tomorrow do you?
1.7 Support and information 
Current support and information tends to come from associates, and to a lesser extent, from reading trade publications. However it is not really considered a formal support system, and rather a tenuous contact with what might be going on at the periphery of the sector. 

I suppose in reality talking to other people. I mean my brother-in-law runs a removal company and he’s very, very much into IT and we discuss things…and sometimes I think that would be a very good idea. Or with trade magazines and I think that sounds sensible but it’s very tenuous.

Public-sector advisory bodies tend to be associated too closely with the (mistrusted) political side of government. As such they are not highly thought of, despite the interviewee acknowledging that individuals might be worth listening to if in a different environment.  

Unfortunately there are a lot of very well-meaning people working in government and public sector. They get tarred and they get driven down corridors and they get put into positions where they can’t do much. Take him out of that environment and I’ll listen to him every day

Support and information from the private sector tends to be better received, if only because it is more likely to be based on personal contact.
I’m very fortunate in my business, you know, I mean people from every single walk of life. I have customers who are big in the IT world, I have customers who run computer companies, and I’m never shy of asking people’s opinion and advice.
1.8 Barriers to the adoption or increased use of ICT

In this case the most significant barrier would appear to be human nature, and the desire to maintain a comfortable work/life balance. Besides this, the basic service provided by the business does not easily lend itself to the use of ICT.
There’s a line to be drawn between being cutting edge and being able to hold your head up, running a successful business, and having time off to be able to enjoy what you have. I figure that if my life is not stressed and I’m earning enough money, I’m fine. I have no delusions of being a multi-millionaire

We’re back to the basic job. What earns me money is moving furniture. There is no way a computer can move furniture
1.9  Cross cutting themes

There are no written environmental policies but there are strong attempts to cut down waste and to dispose of rubbish appropriately.
I have a personal hatred of waste. And I try to get that as part of the business. I would rather have a more economical vehicle. Unfortunately, I can’t afford £70,000 for a new truck. So I’ve got quite an old truck and I figure, you know, I’m doing a good thing by not scrapping it. But at the same time I insist that when we’re clearing up, everything’s disposed of properly.

The same applies to equal opportunities there are no written policies in fact there is an aversion to such things, but an open mind is felt to give all a fair chance.

Equal ops. I don't have a written policy on equal opportunities but I have a completely open mind about who works for me. I don't like all the laws and rules and regulations about you’ve got to employ this and got to employ that. 
You can’t have somebody in their wheelchair moving furniture. However I have got no prejudice against race, colour or creed. I have had someone work for me who is deaf, I have had someone work for me who’s got not physical limitations but physical illnesses. I’ve had a guy with me who’s dyslexic, I mean those things do not bother anybody as long as they can move furniture. You can’t have prejudices. I don't have them in life so why should I have them in business?

2 Case study 2: manufacturing (publishing) sector; 0-4 staff; intermediate adopter, average business performance
2.1 Company details 
The business publishes and sells advertising in an educational magazine for head teachers, and a directory for school teachers giving details on where to take pupils on educational visits. They are based in Berkshire.
The company has been in operation for around seven months, has three full-time employees and a variable number of external contractors
2.2 Perceptions and current use of ICT

The business currently uses their own Microsoft Exchange Server, although this is not yet at full capacity. They have a fax machine, and are in the process of setting up three websites. The first website is going to be a basic corporate site, which is will describe the company and have basic information about the products. The second website is intended to be a full scale directory for which they will sell entries and advertising. The third website will be a content-based site on which they intend to sell advertising and sponsorship.
They are experimenting with eMarketing, but are still in the very early stages.
We’re teaching ourselves e-mail marketing; we’re planning to do some meetings and stuff like that but it’s fairly early stages stuff at the moment.

Although understanding that e-Learning might have a role to play within the organisation (especially for teaching staff), it is not yet something they have developed. Furthermore, they only have a vague understanding of collaborative technologies and social networking. However it is believed that a site with some form of social networking content may prove a useful addition, and help connect elements of their target market. 
I know about them, yes, but only vaguely. I mean. For one of our products it could well... we could well have some sort of social network. The main product is for headteachers in schools, and there are around 75,000 of those…. so we’re thinking of a type of social network site for that but yes, I’m a bit out of touch with technology on that side. A bit old for it as well.
There is no knowledge base within the company with regards to integrated solutions, enterprise resource planning or Next Generation Access Networks. However, Customer Relationship Management systems (CRM) are something they understand and are keen on. They are presently using the Sage ACT CRM software, and intend to build up the database as a major asset of the company. 

Mobile computing is used and would increase depending on the numbers of people working away from the office, particularly for those in sales-based roles. Virtual Private Networks (VPN) are used to enable easier and more secure remote working.
There is limited use of ICT that is related to core business function – Sage accounting software is used, but little else. Even the desktop publishing is done by freelance subcontractors

No, oddly enough. No, no we’re not. No, we don’t even do the desktop publishing ourselves, it’s all freelanced out.
2.3 Effectiveness

Although they believe they are using ICT effectively at present they also feel that it could certainly be improved upon were they to have easy access to the essential expertise and detailed knowledge of how to implement some of the features. 
Present projects are felt to be generally cost-effective at the moment, but generating more sales from using fewer staff would be an expected benefit from better e-mail marketing - this would be expected to eventually replace  the more expensive direct mail altogether.
We could get more sales; e-mail marketing [should be] a major part of our sales process if we know how to use it properly. I’m quite impressed by the ability that it has to leverage the totals. You know, with fewer people now you can reach more people. Yes, yes, you can. You know, nobody uses direct mail any longer in advertising sales. 
If eMarketing is to be used more effectively, further training will be essential to develop the skills and knowledge needed to operate it. This will incur greater costs, possibly offset by some self-learning; however, the increasing importance of e-mail selling is deemed to make such investment worthwhile.    

But we are on a steep learning curve, you know, we’re teaching ourselves but planning to go on some courses and get some more information on how to do it….. but it’s clear to me now that in the two years that I last did this, the e-mail selling is increasingly important. 
As yet they are not measuring the effectiveness of ICT investment. Whilst they are aware that e-mail marketing is cheaper than direct mail, they have yet to implement a full-scale e-mail marketing response system, and do not yet fully understand the strengths and weaknesses of the process. It is something they feel they will have to do eventually, and would hope to understand it better once they were actually using it. 

 It’s a major priority. We’ll probably have to buy into one even though we can’t afford it yet in order to understand it better, really

The success or otherwise of investment is not deemed to be directly quantifiable at the moment. The business is hoping to be able to gain some idea of response rates as the eMarketing function develops, but still feel that it will be difficult to quantify any changes as a direct result of the process.

 We’re hoping that as we develop our e-mail marketing, we’ll be able to get a better feel to what response rates are on it - but I still think that it’s still difficult to quantify. You don't know how many people read an e-mail and pick the phone up. You never know how many people click through to your website and don’t do anything.
Whilst they still feel that there is a great deal to learn, the development of a basic website has already brought an increase in requests for information.
I’m sort of still on a learning curve, you know, but we’ve been pleasantly surprised by the sorts of results we’re beginning to get. Because we had a link through to our website we’ve had the best response we’d ever had
Besides the financial cost, a significant barrier for a small business wishing to increase ICT implementation is often the cost in time for key personnel.
You know we could knock off for a month messing around with these things, but we would not be generating any money then.
2.4  Drivers for the adoption or increased use of ICT
The business considers that ICT has helped small businesses tremendously by speeding up communications and cutting down on courier costs, thus leading to efficiency gains. The use of ICT also helps small firms in a competitive sense, as it is not easily recognisable how big the company is merely from a website. 
I think it enables small businesses to compete very effectively with large businesses now in a way that they might not have been able to do so in the past. The big advantage these days is that nobody knows how big you are on the web. A good website, and nobody knows whether you’ve got one person or a hundred at the other end
There is an expectation that ICT investment would in the main lead to profitability gains. In the case of this business, due to the speed of development, significant investment in eMarketing and the company websites will proceed, even though it will be financed from loans rather than be paid for from profits. This strategy aims to take advantage of the potential from increasing sales without having to invest large amounts in increased staffing levels.
[We are investing in ICT] to increase the sales, without investing huge amounts in more people. I’m hoping in the future we’ll do part of it out of profits but we’re having to borrow the money to do it at the moment because we’re not profitable enough to do it out of profit.
The decision to increase the use of ICT is also driven to an extent both by the need to be seen to be at least on a par with the competition, and also to meet client/customer expectations. It is seen as a key part of the sales process, an essential element. 
Obviously because our competitors are doing it, so you know we have to be seen to be up there with everybody else. I think even the clients almost expect it now as well. You know, we’re convinced that it’s essential. It’s not a luxury. It’s basically now a key part of the sales process. We’ve got to do it.
The business sees itself as generally taking, or at least wanting to take a proactive approach in adopting ICT. They are seeking to create opportunity, increase efficiency and to add value in the event of any interest being shown by a potential purchaser for the business.   

Generally it’s proactive – firstly, its creating opportunity, increasing revenue. Secondly, it’s increased [the] efficiency of the business, making sure the staff is as productive as possible. And I think thirdly, it’s down to having a well-organised company from the point of view of any potential sale in the future. 
Despite this pro-activity, there is however a recognition that under some circumstances, the business is often forced into reacting to what others are doing. The reality is that whilst they would like when possible to be proactive, they are rarely able to predict future events and are not at the forefront of new technology adoption.

It’s a little bit reactive because we’re reacting to what other people are doing. We’re not reading from a white paper saying ‘oh in three years’ time this is going to be the latest thing’, and looking at it. We’re not a first adopter; we’re more like a second or third adopter. 
2.5 Planning and budget

The business tends to plan ahead six to nine months in advance with regards to future ICT adoption and implementation. The company is usually too involved with present developments to look too far into the future.
We’re only really looking, I suppose, six to nine months ahead. We’re looking at what’s happening at the moment and how we implement it, rather than what might be happening in the future
Planning is primarily in the hands of the MD but sometimes may be the result of consultation between the MD and the ‘sales guy’.
It’s me predominantly and my sales guy secondly
There is a general marketing budget, and key developments such as the websites are budgeted for separately. However, there are no other specific budgets and it is expected that part of the website budget will also go towards e-marketing.
We budget for developing the website. At the moment we don’t have any other specific budgets but we almost certainly will have in the future 
2.6 Future activity 

Other than the proposed websites and increases in eMarketing activity there is nothing else being planned in terms of new ICT. The new websites should all be in operation during the next three to four months, but it might have been a much speedier process had the MD been able to devote more time to the project.
It’s just the websites. We’re not planning any other major sort of ICT-related (activity). First two in the next six to eight weeks and the third in the next sort of three to four months and that’s being purely driven by lack of time [I can spend on it]
There are risks attached to new ICT development, not the least being the relationship between the ‘expert’ and the businessman. 

I’m always worried with websites on how much it costs you at the end of the day, you know, I’ve done it before and if you’re not careful, you can get too deeply involved with an enthusiastic web developer and it can be a black hole into which vast amounts of money pour and nothing ever comes out.
However the investment is felt to be relatively safe in comparison to launching print publications which are very expensive to produce and distribute.
I can knock up a website, apparently quite a good website, for 6 to 10 grand, which is the printing cost of one issue of the magazine that we do, without the distribution costs. 
Mobile phone marketing is not something considered to be relevant to the business, and is unlikely to be considered in the future. On the other hand, e-commerce is something that might be considered if and when the benefits are found to outweigh the costs.
We could conceivably get into e-commerce on the web and get people to pay for stuff over the web, that’s a possibility we might get into over the future. But at the moment, you know, the cost of it outweighs the benefits
2.7 Support and information 

The company, in common with many SMEs tends not to seek external support unless absolutely essential. Where possible, previously-used suppliers are preferred, but in the absence of a known supplier, referrals and reputation are considered very carefully.

It’s mainly word of mouth, yes. And a bit of personal research, you know, it’s if they’ve got some good case studies from other people they’ve worked with, if they’re good at working with SMEs,  if they’ve got a good portfolio…
Public-sector suppliers have never been considered. It seems that in this case the public sector is seen as a source of general business advice and grants, but not for specifics such as support and information regarding the use and development of ICT. 
No, not particularly. No. I don't think so. I haven’t generally thought about a place to go for potential advice on that sort of business operation. Grants and general business advice, yes, but not on the nitty-gritty bits
There is an assumption that private sector suppliers, and especially small specialist firms, will themselves have greater empathy with the SME sector and be more sympathetic to the constraints experienced by smaller operations, as the specialist itself is also a small business.
I suppose on the whole I have always assumed that private sector suppliers, particularly relatively small ones, you know, have sympathy towards small businesses.  They know that you haven’t got huge amounts of money. They know the constraints you’re working on, but that’s, you know, that’s just an assumption really
Current support and information tends to come from a range of sources and an ad-hoc approach to sourcing support is taken. Membership organisations play some part, as do books, newsletters and government publications. The internet is also an oft-used information source, as are more general word-of-mouth sources. 
(Information comes) partly from some of the membership organisations that I’m in. I’ve signed up to various newsletters and stuff like that and I get the odd white paper, and buy the odd book and the rest of it is really talking to people. There’s no single source and I think I could go for anything Sometimes I just get on to Google and just sort of research that and see what I come up with
Business support services are felt to provide a fragmented offering on the whole, with a lack of a ‘one-stop shop’ that provides a clear and integrated set of support and information services. 

It’s very bitty, I haven’t found a single source of decent information yet where I can go to and think most of the things I need are here.  The marketing side of it is one part of it, the publishing side is another and the two generally don’t seem to get integrated together
Searching for the right support and information on a commercial basis can be a very costly process both in time and money, so unless working from personal recommendation such services are used sparingly and carefully. 
Yes, it’s a huge total cost (It is) costly in time. I’ve spent a lot of my own personal time on it outside of the business.  Unless somebody recommends something as being well worth having I take it cautiously really
The cost in time is a particularly important factor for a small business - the time required to run the business rarely allows for extensive research into available ICT support. Often any spare time (and more) will be spent trying to keep up with basic ICT developments through self-study, which may on occasion be undertaken more from personal interest rather than with any particular business objective in mind. 
I’m too busy running the business. So I’ve got a pile of books downstairs which I’m reading at the moment to get up to speed on stuff. I do it partly because I’m interested in it, but I wouldn’t have time during the working day to do it so it is done in down time
It could soon arise that senior personnel are spending more time working in ICT than they are in their original business roles. The public sector could have a role to play in helping to minimise the time that has to be spent in looking for support and information – both in providing a basic accreditation system that identifies and recommends approved suppliers who offer external business support, and in encouraging self-help amongst SMEs, that they are able to develop their own ICT knowledge, which in itself is an advantage when sourcing third-party support and developers.
Yes, some sort of basic accreditation system or whatever like that where they come and identify suppliers that have done good work for other people – that would be useful. And I want to understand the basics of how to construct a website, and to do some of the leading rather than be led

It would appear that the best way to provide this understanding is through experiential workshops. These would be run by people who have already had experience of the subject matter being taught, and could provide both advice and hands-on learning. 
You want to learn it from somebody that is doing it. You can read as many books as you want, and you can go to as many seminars as you want. What’s really needed is workshops saying, these are the top five things that you must do or you’re recommended to do, or these are the top five things that you shouldn’t really do, so you can get back and implement that sort of stuff almost immediately

Actual case studies are also seen as a useful way of gaining understanding of what works and what doesn’t

Hearing from somebody and having case studies from other people on what has worked and what hasn’t worked. I’m very keen to pick that sort of information up, really. It’s not the theory, it’s the practice
It is believed that some structured unbiased NGO support for small businesses regarding the application of ICT would help small businesses per se and competitiveness internationally. It is considered to be very difficult for small and undermanaged businesses to keep up to speed with advancing technology and get unbiased information. Therefore, inexpensive workshops and seminars similar to those described above might have the potential to address the widening gap between SME knowledge and technology advancement. 
2.8 Barriers to the adoption of new or increased use of ICT
Whilst the cost of training staff in any new adoption may be a barrier, it is the speed of change and the possibility of being left with inappropriate technology that seems to be recognised as the greatest risk. It is deemed crucial that whatever is used should have a reasonable length of service, and that there should be flexibility within these applications to reflect and to match the changing aspects of the business in the future.
As your own business is changing, the technology is changing, the two can sort of almost create the sort of perfect storm, you know? You build a website and you get it up and running and you think oh my God, this isn’t what I need now 6 months later. It’s trying to have that amount of, well a bit of foresight and flexibility
Similar barriers are faced across the sector, and it is felt that although major changes are believed to be likely, nobody really knows exactly what they will be and how they will affect business operations.

I guess nobody really knows in truth where that’s going so you’re at home with everybody else but as a small business you’re particularly vulnerable because you don’t have the reserves there to jump onto a new bandwagon. 
Advertising on the web has been one of the major changes in the way that the sector does business; however, there is a great deal of confusion surrounding the way it works, and it is believed that some people are using it through fear, without having a sufficient knowledge base about how to successfully implement or utilise the application.
Clients don’t understand it and as far as I can see quite often the people who are offering the advertising don’t really understand it either so people are doing things through fear rather than through knowledge
2.9 Cross cutting Themes

There are no written environmental or equal opportunities policies; the company tends to discuss how such themes affect their business, and how they should deal with them on an ad–hoc basis. With regards to wider environmental policy, they do try to follow good business practice – there is a feeling that by using ICT to reduce the need to drive to meetings, and using e-mail to cut the volume of face-to-face sales has a beneficial effect. 
Its things like, let’s recycle everything. It’s not as if we have a policy of saying we’re only going to print on paper from recycled sources, from sustainable forests or whatever like that, if our printer does it we take advantage of it and if he doesn’t we don’t worry about it

Anything that’s cutting down on people driving long distances for meetings and doing sales over e-mail, you know, has cut down a huge amount on face to face selling
Remote working is an inherent aspect of the business and will continue to be so. 

We’re very keen on that and we implement it as needs be, really. I mean we use a large bag of freelancers which work from home. With equal opportunities, if you’ve got somebody that is disabled, that can’t travel, you know, ICT in remote working is ideal
3 Case study 3: manufacturing sector; 0-4 staff; intermediate adopter, weaker business performance
3.1 Company details

The business is involved in the contracting out of portable appliance inspection & testing services. They employ just 2 people, the MD himself and his wife, who run the business through a varying number of contractors or franchisees. They have been in operation for around 15 years always from this same site in Buckinghamshire. A significant part of the service offering is training a client’s personnel to be able to do their own testing.  

 A big part of the work that we do is in terms of training and we train people like [large furniture retailer], people like [specialist chemicals and materials company], all these people and probably I've trained about 1,000 people now to do portable appliance testing.

3.2 Perceptions and current use of ICT

The company is small and is run from home, but they handle approximately 1,000 clients located around 1,500 sites. ICT is considered to be ‘absolutely crucial’ to what they do. They use bespoke software to run the hand-held devices used by the fieldworkers, and other bespoke software both to process the data and to present this data to clients. The full Microsoft Office suite is used for general business purposes. They feel that their helps them be more efficient and compete effectively in terms of quality in the market place.
All of which makes us just far more efficient and allows us to compete against the cheap-end, but still do the good, the quality stuff

The business has their own website designed to help market the company. The site is a key component of the company, and has been designed to make full use of website potential to keep marketing costs as low as possible.

The website is very important, it’s increasingly important to us because we're actually developing other things that are part of this that I can't really go into.  But now for instance if you Google us, we'll be about four off the top, but we haven't paid for, like either paid for Click or anything on those lines to get us there.  What we're relying on is the design of the website in order to get us there, as opposed to paying
The company is starting to look at developing e-learning capability, but is struggling at present due to lack of perceived support, compounded by the dominance of larger companies unwilling to share expertise. 

That is an expanding part, so I'm actually doing quite a lot of development in that area and there is no help at all for that.  I mean the whole thing, for a small company is, frankly, a nightmare, because there's no support and the big boys are squeezing us out all the time

VPN, ERP, and NGANS etc are unknown terms.
3.3 Effectiveness

Effective use of ICT is considered to potentially increase productivity. Current ICT use could be improved dramatically if the software giants were to provide a more stable base instead of changing platforms so regularly. The company is constantly in search of ICT developments which could lead to productivity gains. However, the aforementioned change in platforms, and the lack of backwards-compatibility with previous platforms is a severe barrier. 

The platforms of equipment and the constant changes are just unbelievable and nothing nowadays is backwards compatible, whereas if you go back five years, it was always backwards compatible

The commercial reasons for them updating their ICTs are understood, but it does not help those who need to take a longer-term view of the developmental processes. 
Our biggest problem is [that] we've got the ideas, but implementing….it's far too slow. It could be improved dramatically, but the problem is the giants of this world are squeezing us out - so we can't deliver it, and then they're constantly changing the platforms. So I'm not the only one that's struggling from the same thing
With the large concerns charging high prices and operating relatively rigid structures, there are advantages of dealing with smaller companies who understand the need for flexibility. 

We’re using a one-man band. We’re using a one-man band, because they give you the flexibility, they listen to you, whereas the big companies are useless at listening and you end up with a massive bill
However it is argued that most SMEs are affected in similar ways by a lack of government support - this slows the development process down for similar-sized firms that are dealing with each other as part of the supplier-customer chain. 

Effectively we're being squeezed out.  Small companies are being squeezed out. The average size of company in the UK is ten persons, so why does the government actually spend all its effort developing big employers when, you know, the average is ten?
The business considers current ICT projects to be cost effective, in one particular instance doubling efficiency (or at worst increasing it by around 30%).

Oh without a doubt, yes.  I mean, to give you an idea - that PDA there doubles, at the bottom end if it’s a new account, it basically doubles….more than doubles our efficiency.  Now that is quite a claim. Now for an existing account, it's not quite as much as that, for people out in the field it's about 30% more effective
Measurement of the effectiveness of ICT use does not occur within the business.

I don't even have a business plan, because I know what we do and the numbers are in my head

However the cost benefits of investment in ICT are measured against increases in turnover and securing new clients.
Even though the cost of ICT is not being measured against its operational effectiveness, there are suspicions that not all is as well as it seems. 

 I mean some of our clients are in the same boat, and they are the peddlers of it. One of our clients in particular is the biggest [international IT hardware manufacturer] distributor in the world and they moan about the same things as I moan about. 
Whilst the use of ICT is regarded as essential for modern-day businesses, the increasing problems and associated costs may eventually create a backlash.

I think IT is costing this country a sum of money more than it can afford.  I don't think we are even looking at what IT is costing, and I know for one it's costing me….[so] that you question [it], and its at the point now where you could actually question whether its… its breaking the back of the business. You can't do without it - it's just like being the farmer on fertilizer.  This is modern-day fertilizer and all of that, and the next thing will be like going organic, where you'll drop IT. 
3.4 Drivers for the adoption or increased use of ICT

The decision to invest in ICT is usually taken most reluctantly in this company.

You don't want to change until you're absolutely shoved into a corner 

Most often the decision will be based on operational requirements and market availability. The first driver might be a need to find a tool to do a particular job, the decision is then driven by what product options are available for that specific tool.

you need the tool to do the job, so if you need an  iPaq tm, for instance, you know you've got to have the iPaq tm, so that's the decision-making process, which one do you choose?

The decision to adopt or upgrade ICT can also be dictated by a problem with any new piece of equipment, or by having to replace an existing piece of hardware or software. Once again, what is available on the market tends to drive the decision about what is purchased. This often then leads to other purchases being required to continue the operation.
The other upgrade side of things is almost dictated to you by, invariably, a problem.  So all your machines are quite happy, everything's hunky-dory and then one thing will go wrong, you have to replace it, you can't replace it with the same.  You get this new gizmo in, whatever it is, it could be a printer, it could be anything, but invariably it will be a piece of hardware with software behind it….and then you then find its limitations and you're then suddenly on a treadmill of having then to start the upgrade process.  Now we're currently [hanging] on by our fingertips to keep on XP and Office 2000.  I won't go to Office 2003 because if I go to Office 2003 I've got all sorts of problems - I've got to pay for all the licences for all these machines, even though we don't use them.

Because the business is a small company driven by the service quality and led by the ethics and opinions of its MD, planning is a constant process.

My strategy was that you work with the clients and its all about constantly reducing their costs and making the workplace safe - that's where I've come from, so it’s very ethical.  So when it comes to planning, I'm constantly planning and that is a never-ending process. For me as an individual, that's how I am

The decisions are made by the MD, and resources are found when necessary without the need for ring-fenced budgets.
 Budgets? No, if it's got to be done it's got to be done.

Plans for the future include enhancing the operation of the hand-held data recording equipment, and the development of a new product which is approaching launch after difficulties with the supply chain. There may also be some diversification in the pipeline, but details are as yet unclear.

We're planning the enhancement of the hand-held. I'm bringing out a new product with [collaborating company] that we're working on, which is about to sort of launch now, but we've had to change because again a product that was made in this country now is no longer affordable
3.5 Support and information 

The use of any public sector organisation to help select the supplier or help point the company in the right direction regarding the use and implementation of ICT is rejected outright, the preference is strongly for the SME suppliers
I think the public sector; I've utterly lost faith in.  I don't think they, in the main, are in touch with the real world, is my humble opinion.  I could give you loads of examples. The government are prime examples of that, because all their IT initiatives have gone well over-budget and they don't deliver, whereas the one-man bands do.

It is argued that the public sector should primarily help SMEs to develop solutions for themselves through the provision of funding operations and grants. 
The only thing that they should be doing is helping small companies to actually, you know, provide the solutions for themselves.  What we need is support, we need financial support, if you like and it can be on a project basis or whatever, but that support isn't there, you know, the grants are not there. 

Government contracting systems and preferred supplier policies also come in for criticism, based on the belief that they are often biased towards the larger concerns.

The government can't even give you a contract, they go to the big boys all the time…all the contracts, nothing comes to the small company and that's [the case with] local government as well

When information is needed, the business tends to use the internet or specialist providers such as The British Safety Council, rather than the perhaps more traditional providers like the Chambers of Commerce.
The web is the biggest source of information. I think it would be the web…the Chamber - they're living in a different world. If its health and safety, I would go the British Safety Council
The private sector is expensive, and so where possible, smaller (and often providing equitable or better quality for cheaper) support/supply agencies are sought out and used. But this also has problems, especially with regards to the instability inherent in these smaller organisations. 
The problem is it isn't affordable.  We have to try and fiddle it really, I suppose. If I look at my software developer, he works from a bedroom at home and essentially I pay him a miserly amount of money for what he does, but he's an anorak and so that's him.  Highly talented, self-taught, not certificated….but he's what I can afford, so I put him on a 50/50 deal with anything that we sell in terms of software.  Now if I go to any of the, the full-blown commercial houses, you're looking at £10,000/£15,000/£20,000 for that.

Eighteen months ago, this supplier had to move house because of flooding and couldn’t get access to a broadband line for some time.

Yes, and suddenly the knock-on effect. It's like you're an octopus and you've lost three arms.
3.6 Cross cutting Themes

Although a small company in terms of the numbers of employed staff, the business does have environmental and equal opportunities policies, which are reviewed annually. They have always been keen on recycling and reducing landfill. 
Probably we review about every year, I suppose.  We are very environmentally orientated, we always have been.  We've always recycled stuff and disposing of things really alarms me, you know, what we're land filling and all of that
Working away from the office or at home is an integral part of the operation but has the potential to increase costs for the company
I would challenge anyone to work as efficiently as we work, because to work from home, to work on a low scale like this, we are ultimately, you know, the perfect model.  But you've got to tailor it and it's too costly to put it into place, for one person
The equal opportunities policy is subservient to an idea of meritocracy - having the appropriate aptitudes to succeed in the job are valued over and above anything else, although this does not necessarily conflict with any notion of equal opportunities.

Yes, it really comes down at the end of the day to people having the skills.  If the people have got the skills I don't mind, you know, where they come from or who they are or what they are.  It's irrelevant, you don't think like that, you think about skill sets and what people can bring to the party

4 Case study 4: wholesale/retail sector; 0-4 staff; low-level adopter, average business performance

4.1 Company details

The business is a plant nursery located in Berkshire. There are three members of staff aside from the joint owners. The company has been operating for twenty-three years, but sixteen on its current site. The interviewee is one of the owners.
4.2 Awareness and adoption of ICT

4.2.1 Overview

The company is extremely small and a ‘hands-on’ practical business. Its size and the nature of business does not currently lend itself to a high level of ICT adoption nor is it likely to improve its levels of adoption considerably in the near future.
4.2.2 ICT adopted

The company has two computers linked to two printers. One is used for printing labels and point of sales and the other is used for the internet, accounting systems and sales. They use the Sage system for accounting. There is also a laptop but it is not used.

They have a website under construction but it has been a ‘process in the making’ for a few years. The developer requires information and content from the owners which is something they currently do not have time to do, and as such the website has yet to be completed. As such, they currently advertise through the Yellow Pages, Thompson Directory and predominantly, through ‘word of mouth’.

They do have a credit card machine as well. This is a new acquisition; until recently they were operating via cash sales only.

A digital camera is used to photograph the condition in which plants are delivered from purchases they have made online. In the event of problems, they are able to e-mail the supplier with pictoral evidence:
Take a picture of what’s inside and then write on his docket the condition it has come in, so if I’ve got problems I then have photographic evidence

4.2.3 Effectiveness of current systems

The current systems provide them with what they require; the weakness is the level of computer literacy of the users [predominantly the owner]. It was felt that ICT could be used more effectively at present – however both the low skills base and a lack of time have restricted this up to now.  

It was not felt that increased use of ICT would help productivity because:

What we do is a manual job…the productivity of the work is putting plants in pots quicker and me being in the office working on the computer actually slows it down…I can order quicker but it won’t affect the time it takes to get here

4.3 Change Management & Planning
4.3.1 Planning and budget

There is no planning or budget for any ICT operation. 
4.3.2 Future Activity

The company wishes to advertise via its webpage and place catalogues and plant lists online, but they have not yet had the time to provide such information to the web developers.

They were clear that whilst they would like to advertise their products online they did not want to sell them online as they did not want to enter into postal sales:

I buy in plants that come through the post and the quality of them is variable…it’s a problem with [parcel delivery firm] or whoever, the plants that you send out are not necessarily the condition that it’s received in and I won’t do that

Upgrading the current computers was seen as move that should be made in the near future. This was viewed as necessary so that a larger plant label database could be stored on a larger hard drive. It was also felt that they should consider backing up their files as currently there is no system in place to do so.

Considerably further into the future, the company would like to be on an EPOS system, but that would be market led and depend on the financial situation of the business. However, this was felt to be a long way into the future as other things had to occur first. Primarily more ploy-tunnels
 would need to be in place so that the product range could be increased, then more staff would be needed in order to cope with the increased range. Beyond that, more sales would need to occur to support those initial moves before an EPOS system could be put in place. 

It’s an embryonic business, because we haven’t got a big corporation behind us it’s a bit hand to mouth

If EPOS were installed it would allow them to have greater stock control and a better idea of plant location and what they have. 
4.3.3 Support and information 

All ICT support and information is either picked up through use, or the owner contacts her daughter for help and advice. If her daughter cannot help they will call in a computer consultant as a last resort:

I have a daughter who is particularly good with computers…if she can’t when we have had problems, we’ve brought in a chap who does

4.3.4 Barriers to the adoption or increased use of ICT

IT training would greatly support the use of ICT in this business, however lack of time prevents this from occurring. When the business grows enough to support a full-time member of staff in the office, then it was felt that the adoption of ICT could grow.
4.4 Cross cutting themes: Environment and Equal opportunities with ICT

The company is too small to have any policies as such. Flexible working is arranged with the owners but there are no equal opportunities or environmental policies at all.

5 Case study 5: wholesale/retail sector; 5-9 staff; high-level adopter, stronger business performance
5.1 Company details

The business was established to take images from worldwide galleries and archives and offer these for sale to custom size and on any substance as fine art prints and posters. They have built a worldwide online market for their product. The organisation, based in Buckinghamshire, has five full-time employees including the MD, and has been operating for four years, still being at their original site.
5.2 Perceptions and current use of ICT

The company websites and online sales are central to operations. 
We use the internet strongly for creating the shop and selling our product. We’ve got about 26 websites and a portal for all 26 of them.  
The only other ICT used is social networking related to marketing activity. They have no awareness of the terms ‘integrated solutions’ or ‘next generation access networks’.
What does that mean? (integrated solutions) 

Don’t know what that is (NGAN’s )
Both senior members of staff use laptops on a daily basis, but as the product is printed on demand only, no stock is carried. MS Office (Excel and Word) is used for administration and marketing, various types of photo software for manipulating images, and Sage for accounting.  
5.3 Effectiveness

Their current applications of ICTs within the business are considered to be effective, and they do not believe that usage could be increased or improved in any way. The system is relatively simple and does what the company needs it to do without them having to spend business time operating the ICT. They do not perceived there to be any inherent weaknesses stemming from their current levels of ICT adoption, because they have control over the technology rather than the technology dictating what they do.   
It is simple; it gives us what we want rather than the other way around 
Current ICT applications that have been deployed are believed to give value for money. The company measure visits to their website and can correlate these with sales figures.
I mean in terms of the internet where we know how many visitors we get a day and we know how many sales we make a day so there is a very quick correlative between them
More effective use of ICT to increase productivity is not deemed necessary or even possible in this case. 
Not in this particular case.  No seriously, we have got there, there is nothing more that IT can do for us than what we have got at the moment.  We are making a big step in integrating the internet and operations in printing and framing.  Everyone knows what they have got to do and we control it centrally.   We print on demand so there is no need for stock other than materials, when an order comes in we know about it.  Our printer knows about it and our framer knows about it.  Our printing and framers are used externally so we are all interlinked 
5.4 Drivers for the adoption or increased use of ICT

The main driver for adopting new ICTs, or increasing the use of the current system would be to reduce costs. The business has invested heavily in building the e-commerce sites that are the basis of its business, and have in place the personnel with the essential skills and experience to run the business successfully. They do not perceive there to be grounds to further adopt or increase the use of ICT at the current time.
We have invested heavily in creating the ecommerce sites we have, we have got a very clever IT director who looks after that and he has been consulting with one of the big national consultants, I have been a consultant with [a large international professional services firm] so we have all we need, we all know where we are coming from
5.5 Planning and budget

As the business is e-commerce based, timescales for planned change are not considered to be critical.
It is all ecommerce so it can be daily or yearly, you know whatever springs to mind
Similar thinking is applied to budgets, with the control and the planning being in the hands of the MD. However, it is felt that this retains a degree of flexibility, with the potential to  quickly re-examine budget issues when and if the need occurs. 
Budget? Again same principle obviously that is a big thing for a small company
5.6 Future activity

Because of the heavy original investment and the effectiveness of the current ICT deployment, planned changes would only be the minor tweaking of functionality in order to increase in-house control of finance issues.
It will be minor tweaking of the ecommerce functionality that we run.  Same as the financial side it’s simple. We use World Pay and PayPal, we may develop an e-commerce banking facility.  It will take a couple of months working, it will take say 30 man days to do, so we’ll continue paying out for World Pay and PayPal for the time being.
The only concerns regarding what is being planned tend to centre on how much working on the new e-commerce banking development will encroach on generating income.
Opportunity cost, in regard of things to do to tweak the e-commerce and the more important work in generating income.  It will save us money but it is only marginal when you need to generate e-commerce sites and trading sites to make it profitable
5.7 Support and information

Support and information needs are most often met from within, utilising existing experience and knowledge. They have internal access to consultancy experience and understand its limitations.

I have an MBA, so I’ve been in a consultancy post with people like [an international professional services firm] - I know how they think.  I don’t use them; I know we are not big enough.  A consultant borrows your clock and tells you what time it is.  That is not fair, but we are not big enough to take advantage, there is no need for us to take advantage, we have got people inside who know
Neither public- nor private-sector support has ever been sought, nor is it likely to be in the near future. If a particular problem arises that they do not feel comfortable with, they attempt to find ways to deal with it themselves through their own research or by looking at what others (possibly competitors) are doing.

We would use the internet and find and see if we could do it ourselves because that is the base of the business. When you have got IT knowledge to do it, well I haven’t but he has. We might go to competitors.  We look at what other people are doing, that tends to be the most important route

 Being internet-based, the business simply could not operate without using ICT.
Our business is brought together over the internet; and we do everything using current technology.  We wouldn’t be here without IT or the internet, so the cost benefit has been…..well we wouldn’t exist so whatever we use it for is a benefit
5.8 Cross cutting themes
Whilst not having written policies over this issue, the company is keen to use sustainable materials where possible.

Yes we do say on the websites that we use sustainable materials, as that is an important part of a perceived approach. Our customers [in] particular ask from us (as it is a few things that we put on the website), that our frames are [to be] made from this, our mounts are made from this, our canvas is made from this
With so few staff, equal opportunities policies are also not written down; the ability to do the job is always the first consideration regardless of anything else. 

 We need people to work for us who are capable.  If they are not capable then they don’t work for us, but again we are only very small and we don’t hire and fire people too often
Flexible working is the norm and is fully supported. 
With the internet we can click on at home, get on to the site and see what orders are coming in, what hasn’t been paid so we can work wherever we want to.  Type in the password and you are in, we have got wi-fi around here so we can go and sit by the lake and play with the computer any time we want to. We are just an internet-based company so we know what we are doing; there is nothing clever about it
6 Case study 6: IT sector; 5-9 staff; high-level adopter, weaker business performance

6.1 Company details

The business is a software company with five employees located in Kent. They have been in operation for nineteen years and at the current site for ten years. The interviewee is one of the partners of the business.
6.2 Awareness and adoption of ICT

6.2.1 Overview

Being an ICT company themselves, the business has extensive use and adoption of ICT. Keeping up-to-date software is a necessity for the survival of the business. However, the hardware can often hinder productivity as it is not built to withstand the demands that the company would like to make on it. Computer and broadband speed both would need increasing for this company to develop and grow further in terms of efficiency and productivity.
6.2.2 ICT adopted

The company itself writes software that adds to accounting packages. The software they write creates repeat billing systems. The main accounting package they add to is SunSytems™. As such, they use SunSystems™ for their accounting package. They also use Microsoft Office; Micro Focus’  NetExpress™ and Microsoft’s Visual Studio™ to  write their software; help files are written using  RoboHelp™ which aids them with authoring.

The company has a lot of computers, a printer, a scanner, fax and email. Employees also have PDAs and remote access to their email. All employees also have full access to a Virtual Private Network [VPN] so they are all able to work from home. This was set up over ten years ago when each employee was based at home and there was no central office.
They have their own website which allows customers to download trials of their software. They do not sell their product online because it is a high value product that cannot just be installed from a direct download.

The company does no marketing – e-marketing or otherwise. SunSystems™ agents sell their product as part of the accounting packages offered by that company.

The employees e-learn to the extent that they acquire all the training information they need through search engines. People share code online and that greatly helps the productivity of the employees.

The business conducts Customer Relationship Management [CRM] through Microsoft Outlook. There are files for each client’s history with the business. They appreciate that it is a crude system but do not feel that they require anything more sophisticated.

6.2.3 Effectiveness of current systems

The company acquire the upgrades and relevant packages for the software they require as a necessity for their field of work. As such, their systems are highly effective. The least effective system is probably the website as it is currently out-of-date. The information for the website is held on several different sites because of a lack of space and the fact that it would cost too much to house all the information in one area. In order to run the system, the company uses a bonded connection which allows two broadband lines to be used simultaneously. In turn, this allows the company to speed up the time it takes customers to download their trials. This way of working allows maximum capacity and efficiency whilst minimizing costs.

The only improvements of ICT that would improve productivity would be:

· A larger screen for the PC’s so that employees could view more of the windows that they use. They currently,  can use up to three monitors to view their work; 

· A Source Control package that could compare the history of our sources in the different packages we have used.  But, unfortunately it’s just a dream as the three packages we have used in the past are all incompatible – and it is too difficult to import the history from one to the other.  A Source Control System   keeps all the changes you make in your programs . When you write a piece of code you can change one word in it and the change can be devastating to the whole system. So you need to be able to identify every single change however small it is. A ‘source control package’ gives every change a unique number so you can tag it and say why you made the change:

‘The trouble is that none of them do exactly what you want, we are on our third generation of software…I think the one we’ve got now is better than the two previous ones but what is weak is that we’ve got these earlier versions and you convert from one to the other so you lose a lot of information, so our new one can’t actually compare changes that were in the old ones’; and
· Faster internal speed of computers – ‘a quantum leap in performance on hardware is needed.’
6.3 Change Management & Planning
6.3.1 Planning and budget

The company budgets for upgrades and licenses to all required software. This is planned in advance. They are unable to plan in advance for any changes that SunSystems™ may make to their product and as such, there can be unplanned changes required for them to be able to update their product inline with the host accounting package.
Measuring effectiveness of ICT investment and the extent to which investment in ICT is led by the financial performance of the business

They do not measure the effectiveness of their ICT investment.  However, they do view all their ICT as providing an effective means of increasing productivity:

‘You’ve got to be able to find things quickly, you’ve got to be able to respond to customers, so you’ve got to use IT as much as you possibly can to cut down all the problems of administration, finding things, its as simple as that.’

Investment is led in two distinct ways: software upgrades and licenses are required in order to allow them to retain their products compatibility with other systems so this can be a pro-active investment. However, hardware investment is reactive on a needs basis; as is some software alterations and updates, for example those made after SunSytems™ have changed their own software.

‘We don’t speculatively go out and buy things…we’ve always waited…a big client coming to us and saying XX product doesn’t quite do what we wanted, do you know how we can get it to do it? And you think, oh you could write something  to do that…that’s the way we’ve always worked.’

As such, the majority of investment is acquired because they cannot operate their business without it:

‘We’ve got no choice really, for example we have to use Net Express because to add in as we do to some existing product we have to use exactly what they use, with Net Express we’ve got no choice.’
Value for Money

The company feels that it has value for money because they subscribe to Microsoft’s partner scheme. One advantage of which is the ability to access 20 virtual computers through only one PC:

‘It allows me to have any number of versions of XP, I can use Word, Visual Studio as part of that price so it’s extremely cost effective. If I’d bought them individually it would cost me thousands.’
6.3.2 Support and information 

The company’s employees generally hold a lot of information amongst themselves to provide any required support they may need. If the employees cannot source the answer, they look up information via search engines.
6.3.3 Barriers to the adoption or increased use of ICT

Cost was seen as a major barrier to adopting ICT, but really in terms of this being an issue for other companies and not this business in particular. Another barrier was the knowledge to implement and maintain the system properly:

‘We struggle here…in the last 10 years the software has got so complicated, not only does it use up processing power…but it really stretches ones ability to manage it,  one of the things that we struggle with is Spam for example…we spend more time now trying to manage the software to keep Spam out of the way than we do  actually working I think, that is big…so knowledge is vital, even the back up system we’ve got is just mind blowingly complicated.’
6.4 Cross cutting themes: Environment and Equal opportunities with ICT

As a small business with few employees there are no equal opportunities policies in place. The company is ecologically aware and does apply environmental actions, such as no longer printing out manuals for customers but providing downloads, however it does not have any specific ICT and environmental policies.
7 Case study 7: community services (sporting) sector; 10-49 staff; low-level adopter, weaker business performance
7.1 Company details
The business is a golf and social club operating within the leisure industry. The club, based in Hampshire, has five full-time employees and up to seven casual staff at varying times
7.2 Perceptions and current use

The club has a website which is updated regularly, and also uses a special golf software package that links to other club websites (to publish results etc). The lone office computer is used for basic business functions, including a Sage package for accounting. This computer is linked to the internet through broadband.
eMarketing might be considered at some time in the future, but there are no firm plans yet to do so. It is felt that e-learning is not applicable to the business, whilst CRMs, integrated solutions and collaborative technologies are completely unknown entities. Enterprise resource planning, virtual private networks and next generation access networks are also not areas of concern for the golf club.
The interviewee uses his own personal laptop in the office when the club’s contract accountant is working on the office machine.
I often bring my own laptop into the office.  We have one working computer, and the casual accountant that we have will nick the machine to operate Sage, so I often bring stuff in and transfer it from between my laptop and the machine using a disk on CD
7.3 Effectiveness

At present, it is felt that they are not using information and communications technology effectively, although what they do have presently does help in running the office, and gives them access to ‘the outside world’..
No, not as fully as we could be by any means but the benefit it gives us is it gives us some access to the outside world. And it gives us the capacity to do a lot of things that we could never do by hand. A lot of what we would be doing would be on paper and yes we wouldn’t move for paperwork.  It’s buried in the machine and I am able to access it, and find my way round it.

However the computer is old and cannot take advantage of even fairly basic new technology such as using a memory stick 

Its very old technology, it’s a very old machine. So it doesn’t do everything that I would like it to. The machine is so old that things like memory sticks, it won’t take. Technology has now moved on to a point where it’s very difficult to progress
Whilst there are no systems in place to measure the effectiveness of the office, it is felt that the computer (despite its age) does provide value for money as it does most of what it is required to do. 
I mean we keep talking about yes we ought to upgrade the machine and then we keep saying well actually it does everything we want to at the moment or it does a lot of what we want it to at the moment and it is providing value for money.  It isn’t a major problem. I suspect there are better and quicker ways of doing some of the things that we are currently doing, but at the moment its fine
More effective use of ICT could improve productivity. However, this only would affect the interviewee, it might be better to view any improvements as increasing efficiency rather than improving productivity. Indeed, productivity improvement is not considered to be a high priority.  
 Productivity would probably be me.  It would probably be that I could do more during the course of the day if I could do things more efficiently
7.4 Drivers for the adoption or increased use of ICT

Investment in new technology would only occur if the existing technology failed to operate, or no longer met the requirements of the club. 

We would invest at the point of which we consider the technology isn’t doing the work that it needs to or it fails
The decision would be made by the committee and a conservative approach would be expected to maintain the status quo. It would be based initially on how essential new or increased use of ICT would be to keep the business running. After that, any decision would be based on potential benefits for the members.
Our balance sheet, money is tight, and virtually everything that we spend we think about, is there a potential, you know.  Is this necessary to keep the business running, is the first priority, and then it is, is it providing a service to members? The overriding factor is to give the members the golf and to keep things ticking over as it is.
ICT might have a part to play in the future, particularly in marketing and/or helping to provide information regarding what is going on at the club. But at present it is not considered critical to business operation or growth.
Yes it’s going to help us. What I would hope to do at some stage is target individuals, and to target individuals something like e-mail would be preferable to post. We are finding word of mouth is doing very well, so it is not critical at the moment. We have been running a special offer for about the last six weeks and that has brought in a number of people who had previously left, coming back.  People who we were looking for.  So that’s given us some benefit but an awful lot of that has come firstly by word of mouth,

The club are felt to be reactive in their approach to new ICT - firstly identifying a need and then looking for a solution, rather than looking at available technology and thinking about how that can be effectively used within the business.

I don’t think we would see a product market and try and work out how that product would fit our environment.  It is rather more a case of it’s a need that we’ve identified, can we use it. We have never gone out and looked at the technology market to find out what’s available and then found things for ourselves
7.5 Planning and budget

It seems very much in line with similar clubs that advance planning is not widely used.

I think planning would be a very generous description of what we do.  It really is here’s a problem lets solve it.  I talked to the previous secretary a little while ago and he was saying that it’s pretty much the same in other clubs
It would seem to be the case that within numerous SMEs, time priorities centre around actually running the business, rather than becoming involved in long-term planning
That’s my experience, having worked in the financial service [departments] of large companies; I find it very, very different.  To some extent you spent more time filling out bloody plans for people than doing work at times.  Totally opposite end of the spectrum here.  I am working and I just can’t find time for planning

7.6 Future activity 

Although aware that their current technology is old, there are no future plans in terms of new ICT implementation.
7.7 Support and information 
It is understood that there is information and knowledge regarding ICT that might be tapped into. However the effort and cost involved in doing so is not likely to encourage enterprises such as this club to actively seek out anything they do not feel is absolutely and directly essential to the running of the business. Any future requirement would be for an information and support service to be structured similarly to those IT business analysts who operate within larger companies. These departments are able to employ staff that are able to spend a lot of time understanding how the business works, then look at the available technology, and subsequently talk to the business about available options, and how that technology might fit in. However the cost of such a service is likely to be prohibitive, certainly to a small operation with very little money.  
I know there are people out there who could offer a lot of knowledge and understanding. What I would like would be somebody to come and sit and talk to me.  Just look at our operation and say this is something, here are some things to consider…  
….Whether I would be willing to pay for that of course is another matter
Public-sector sources of information and support are felt to be less focused than the private-sector suppliers, and might be more likely to take longer and less likely to deliver.  

I suppose my perception is that the Public Sector is less focused if you like.  I mean my impression is that within the Public Sector people can turn up for work and whether they produce or not doesn’t overly matter.  In the Private Sector if you don’t produce, you go out of business and consequently my thing is that the Private Sector are more likely to deliver something whereas perhaps the Public Sector might spend more time (talking about it)
Due to their present (limited) knowledge of ICT, and the lack of funds to be able make a mistake, the club exhibits a certain lack of confidence in being able to select suppliers of ICT information/support – they are very wary about approaching this market. Seeking help from within is a low-risk and low-cost preference.  
I suppose our first port of call would generally be our membership.  Do we have a member who works in IT and if so let’s drag him in and use those skills. They will be provided free of charge and it might cost me a couple of pints in the bar or a box of golf balls or something. That would be the way that we tend to approach most of our purchases
If any outside support were to be sought, local sources would be preferred.

There is a lot of loyalty to local businesses and we do try to use our local businesses as much as we can.  Partly because I believe we get the potential for, if not directly for new members, but they mention to people that they are working with [the golf club], oh, and it just keeps a touch of visibility in the local market 
7.8 Barriers to adoption

The main barriers to ICT adoption are firstly, a lack of time to research what is available, and secondly, a lack of time to implement anything that might improve on their current systems.
I am sure there are all sorts of things that we could do with what we have, that we are not doing and it is a case of partly making the time, and the inspiration or the knowledge. The way it works around here is people have good ideas, and I end up having to pick them up. I have this nightmare that one day someone will come up with the system that is so very much better than ours, that we choose to take it, and then I have the hassle of putting it in
7.9 Return on investment
Return on investment is not measured at all – an informal arrangement in employed, i.e. an assessment of whether systems do or do not have the functionality or usage that they were bought for. 
I don’t think we do.  I don’t know, it works or it doesn’t. If it meets the needs that we had identified before the purchase of the product then it’s a success.

7.10 Cross cutting themes

The club does not have any formal written environmental policies, but the interviewee does feel that they have a grounding in and awareness of environmental issues and recycling.
We recycle as much as we can. No, my own preference is that if we can do something that benefits the environment as well as meeting our needs then great and the green keepers are very happy to look after parts of the course and actually love the things like seeing deer and foxes around the course. 
With regards to ecological issues, they are happy top leave those parts of the golf course that can be preserved as natural landscape.
And equally there are corners which we neglect and are quite happy to neglect 

The low number of employees is seen to obviate the need for a formal written equal opportunities policy. However reasonable requests in this sphere are not refused and a common sense attitude is believed to prevail.
 We have no particular policy in terms of equal opportunities, either positive or negative I suppose.  There are only four or five of us so it has to be a common sense thing. It would be difficult for a green-keeper to work from home anyway
8 Case study 8: hotel/restaurant sector; 50-249 staff; high-level adopter, stronger business performance
8.1 Company details

The business is a luxury hotel and spa that has been operating for over fifty years with 60-70 members of staff. They are based in Surrey and the interviewee is the Event Sales Manager.
8.2 Awareness and adoption of ICT 

8.2.1 Overview
The hotel uses several different systems to undertake a number of activities across the business. However, not all the systems are integrated and some parts of the business are not linked to any ICT when there is potential to do so; for example all stock control and management is still conducted via paper as it is viewed as ‘safer’. In fact, the areas where the company could expand its use of ICT have not been utilised for three primary reasons: cost; safety and retaining a more personal element of interaction with guests. A secondary reason for not obtaining further ICT use is their location, it does not allow for some systems to operate easily [cf. the section on effectiveness]. 

The majority of the ICT currently in place is utilised by only a small proportion of staff. As such, the business does not lend itself to updating or acquiring new technologies easily, as the primary focus for many staff is ‘hands on’ work that does not involve any need for ICT.

8.2.2 ICT adopted

In total, there are six main forms of ICT used at this company. These are: a website that is linked to an outsourced booking system [Navarino]; Opera; Fidelio [accounting section of Opera]; Microsoft [specifically Outlook]; a MICROS system; and fax machines.
A website and Navarino.

The hotel’s website allows guests to download brochures about the hotel and spa, lists events being held at the hotel, and has a news page. The website is primarily used for advertising but it does also allow guests to book reservations online. This online system works through an external outsourced booking system run by Navarino. Navarino control the bookings online, and then fax and e-mail the hotel direct so that they can add the information to their Opera system. Navarino also allows potential guests to access the hotel’s ‘dynamic packaging’ service; this service allows people to book things such as champagne and chocolates, extra treatments etc online.

The website also holds a VIP section for repeat guests so that they can get certain VIP treatments such as a fruit basket or champagne upon arrival. These treats are arranged through Navarino.

Although bookings for almost anything can be done online, the system does not allow guests to pay online. For example, guests can see from the website that they can acquire vouchers for use within the hotel and spa, but they must phone the hotel directly to pay for these. The decision was made not to sell these online as there are so many different combinations of vouchers that can be bought, for example: Bed and Breakfast; Dinner, Bed and Breakfast; Spa Breaker and Theatre Breaker. The hotel has to take payment in advance so:

We’d rather them phone up and give the card details verbally instead of them sending it through the system. I mean, although it’s safe sites and things it’s still… I don’t like giving my details away on websites and things so it’s nice that they can call us
The ‘personal’ side of the hotel is very much an added value part of their service, so they wish to retain certain elements of the guest booking systems via the telephone.

Opera & Fidelio
Opera is quoted as being the main applications suite
. It is primarily used by four members of staff to run reports on the business, including statistics on rooms sold, revenue, event revenue, catering sales and the booking system. However, it also provides them with a Customer Relationship Management [CRM] system as it holds information on all their past guests:

If we put in an enquiry when we’re putting in the reservation it will come up with everyone that’s stayed with that surname, and if that person is here then we obviously have the track of that
Opera also allows the hotel to conduct online marketing by accessing the CRM system. This means that the hotel can conduct e-shots. For example, they recently e-mailed everyone about an upcoming event for an outdoor theatre production they were holding.

Fidelio is used by the hotel’s accountant. Fidelio is a recent addition to the MICROS-OPERA websuite. 
Microsoft 
The spa doesn’t use the same Navarino booking system as the hotel, they use Microsoft Outlook calendar. It was felt this system was easier when booking time slots, rather than the more complex and specialist booking system used by the main hotel. Guests are unable to book treatments
 via the website, but they can view the list of spa services available online and the phone number is provided for guests to contact the spa directly.

The office staff use the whole MS suite to conduct business; for example, staff rotas are created using Microsoft Word. Whilst not a specific ICT stock management system, stock is listed in Microsoft Excel and it is primarily managed on paper.

MICROS system

The spa and the hotel are linked up to a MICROS system with the bar, restaurant and reception so that guests can bill refreshments directly to their rooms.

Fax

Fax is used primarily to work alongside the applications such as Navarino, to communicate amongst managers internally, and to liaise with guests prior to arrival.

8.2.3 Effectiveness of current systems

Generally the systems in place, as stand alone systems, are effective. Opera in particular allows the staff to increase productivity as it allows them to do things quicker that are time-consuming to do by hand (for example, checking availability):

We just do SHIFT, F9 and put in the date and that’s it. It will just come up with everything that’s available that day so it’s very quick
However, there are three areas where the ICT [or the use of ICT] is lacking in its effectiveness.

1. Whilst both Opera and Navarino are effective systems in themselves, they do not currently integrate. This means there is a large proportion of overlap where staff must receive information via fax/e-mail from Navarino and then manually log that information onto their primary Opera-based suite. Although linking both systems would allow the company to be more effective, it is not a move they are likely to make as the personal element of the current system allows them to be more aware of their guests and what is going on.

2. The geographical location of the site places the company in a ditch which gives them temperamental signals for wireless and mobile technologies. The hotel offers free wireless connections to guests but there are only certain places where it will definitely work. The reception holds a map of the site for guests to view where the best reception for mobile signals can be found.

The lack of reception has provided issues to the hotel, particularly in regards to holding business meetings for guests who require such technologies to use their facility:

We’ve had a few conferences where the wireless has broken down and they’ve wanted to leave
3. The staff who do use the ICT within the business are not fully au fait with all the abilities of the systems they own, in particular Opera:

Opera – I’m aware that they had a few days training on it. Obviously all the people that were here then [2005] have now left, hotel staff turnover is quite quick. So it’s all been very much ongoing teach yourself, teach each other what you figure out and I mean even now 3 years later, I’m still coming across things that I think ‘Oh, I didn’t know Opera did that
The issue in regards to resolving this lack of effectiveness is unfortunately, one of cost, due to the high fees associated with training linked to the high staff turnover of those who use the system. For example, a training day for a few staff can cost around £2,500, which the privately owned hotel cannot justify that level of spend for training on.

8.3 Change Management & Planning
8.3.1 Planning and budget

The company is managed by a management company which has been put in place by the owners. The management company makes the decisions about the future needs of the hotel and spa including ICT adoption and usage. The decisions are based upon information brought to their attention via the head of department meetings that occur once a month. 

Generally it was felt that the company took a reactive approach to adopting new ICT and therefore, there are no future plans for the adoption of new systems. Currently, if there are issues because something is broken it will be fixed but there are no budgets set aside specifically for improving ICT.

Whilst the benefits of taking a proactive approach could be seen from witnessing the effects of doing so amongst competitors, it was felt that competitors did not have the same budgetary issues as they did, particularly hotels that were parts of a chain on not privately owned:

It’s not such an issue because every venue will have the same system. If one venue is upgraded, every single venue will be upgraded. When you’re privately owned it does come down to the money it’s very much a can we cope without it
Interestingly, this hotel and spa is part of a group of hotels run by the same management company but each hotel is individually owned. Therefore, the benefits of perhaps sharing investments across the group are not made because of the individual owners of each hotel.
Measuring effectiveness of ICT investment and the extent to which investment in ICT is led by the financial performance of the business

The management company who run the hotel and spa do not currently measure the effectiveness of the ICT investment. The interviewee acknowledged that ICT is central to growing their business and making it more profitable, that is why they conduct e-shots; have the website and need the wireless and mobile reception for business guests. 

In order to acquire new ICT or to receive training or update systems, the managers must take requests to the management meetings. Then, the whole management board will decide. However, as previously mentioned, few employees use the systems so the priority for the ICT is generally very low, because decisions are based on whether the company can cope without the additional investment: 

As soon as one person goes mmm, they go oh right, yes, you can
Value for Money

When reviewing value for money, the main system referred to was Opera. Currently, it was not felt that this system provided value for money because the staff do not know how to use it effectively and the support is not there. The potential of the system is great so the underutilisation lends to a view of a low value for money. The company would need to outlay further costs in training to make their initial investment worthwhile and this was not seen as being a possibility due to the low number of staff who actually use Opera.

Only four girls in the office use it and whoever’s on reception it’s not so much of a major, major thing because we’ve got the majority of the staff who don’t use a computer system at all
8.3.2 Support and information 

The hotel uses an external IT support company based in Halesowen called ‘Church Micros’. This company looks after the computers onsite and manages the internet and wireless connections. This company also provides basic training but for each specific system the company would go to the company that owns the system for training and support.

Each operating system [Opera, Fidelio, Navarino] has a number to call for technical enquiries etc. The Opera system is the one where the company needs the most assistance and support, unfortunately, the provision of support from Opera is poor:

They give you a case number and call you back four weeks later with an answer. And even that’s not an answer. We’ve still got one girl who cannot issue contracts from our Opera system on her computer and she’s been calling and calling
Although the system is brilliant, the company themselves sometimes you speak to them and you do question whether they actually know whether they understand what you’re talking about…There’s [a part of the Opera system called] ‘lose’, which means that when a company phone up and do not want to go ahead with a booking we can lose it…we have an issue sometimes where you can press lose and it will not go…and they’ll be like – lose a booking? Yes you know, turn status to lost and they will say …what part of the system are you in?’…we’re not very confident with them

The above example causes issues because if the staff cannot remove a booking, their system will not allow them to re-book their slot or show its availability which in turns means they can lose the opportunity of potential business. When questioned as to why they remain with a system that is under-utilised and has a poor support system in place, it was felt that the primary reason was due to the fact that Opera was a relatively new system for the company and had incurred a large primary outlay cost.
8.3.3 Barriers to the adoption or increased use of ICT

The main barrier for this company is cost. Other issues include the restricted number of staff who use and access the ICT and the company’s desire to be more customer facing and focused as opposed to driving all operations through ICT.

A considered risk for adopting new ICT was transferring information from one system to another:

If we had to take out what, 4, 5 days maybe a week to put in a new systems, transfer all out data onto it, redo everything, that would be quite a risk…maybe transferring the data wouldn’t work as well as we wanted and we would lose contacts, things like that….and it would take time
8.3.4 ICT effects on doing business

The current systems have enabled this company to improve the way they do business. Prior to Opera the old system was ineffective:

They couldn’t do everything on it. A lot of things were still done by paper and if you’d lost that piece of paper…so it’s definitely made a difference to the amount of work we can cope with. The productivity of the work that we’re able to input into the system means we can get things done quicker
The interviewee did not feel that additional systems would help improve the productivity of the business. It was the opinion that the current system [Opera] and current levels of knowledge allowed staff to do what was required and further knowledge would not necessarily increase productivity, it would only allow for further ease of use of the system and speed up certain actions, such as printing out reports that we don’t know how to access at the minute:

We’ve got an e-mail address and we want to do a database from it. We know that we need to extract those e-mails from somewhere and I’m sure we’re doing it a long-winded way but it’s the only way we know
8.4 Cross cutting themes: Environment and Equal opportunities with ICT

The hotel and spa are dedicated to conducting a lot of green tourism. They will eventually apply for the Green Tourism award. They have started pro-actively recycling and not having the lights on when guests arrive in their bedrooms. However, there are no specific policies linked to environment and ICT.

Similarly, there are no policies that link equal opportunities and ICT. Managers who have access to laptops and the accountant, are able to work from home and be flexible because of this, but there is no known set policy.

It was felt that policies could be put in place such as having guest bills online as opposed to printing them; or providing laptops to more staff members to allow for more flexible working practices:

People like the chef. If he’s not got any events on in the day and he’s got a whole team working in the kitchen and he wants to do some menu plans, if he had a laptop he could be at home and could be doing his menu planning at home. The reception manager…could produce invoices for all events and conferences if it was linked to the system…
9 Case study 9: manufacturing sector; 50-249 staff; intermediate adopter, stronger business performance

9.1 Company details

The business makes medical devices and are located in Berkshire. There are fifty-three members of staff, and they have been operating for over twenty years - ten years of which has been spent at their current site of operations.
9.2 Awareness and adoption of ICT

9.2.1 Overview

The company possess some sophisticated ICT and equipment, unfortunately not all the systems are integrated and the staff are not fully trained on the systems, which means they are under-utilised. The company generally adopts new ICT from necessity, driven predominantly by customer need and the practice of competitors. If the drives were not in place, the company would not proactively acquire new ICT, as the mindset of the business does not seem to have fully acknowledged the growth of the company, and therefore has not identified that all the current systems may no longer be applicable. New directives may highlight these issues but the general inclination appears to be avoidance.
9.2.2 ICT adopted

The company has a number of information communication technologies in use. The main ones are explained below.

LabTrack™

The system allows the company to track each device being made throughout the laboratories. Each medical device is viewed as a ‘case’ and each case will need to go to different departments. The system tracks the movements of each device at each stage of its creation process. It also has the contact details of the client and knows when each device is ordered and when it is due to be shipped by the company and received by the client.
The website

The website details the company’s contact information and provides case studies of the work they do; it also advertises the seminar and training facilities they offer and allows customers to book places online. However, there is currently no system to pay online. This is because they have found that customers prefer to pay over the phone or in person and therefore the decision has primarily been client-led.

E-marketing

The company will conduct e-shots about their seminars and available training to their clients. There is a possibility that they could also e-market special offers on products and ‘vouchers off’ of services. Currently these are sent via post as they do not hold e-mail addresses for all their clients. They have contact details for all their clients on LabTrack™, but it does not allow you to integrate with other systems - so they cannot conduct mail merges or e-mail merges from that data, and that is where all their primary information is stored. As such, the Office Manager has had to create a separate database (in Excel) to hold client contact information for e-marketing purposes.

Couriers with web based tracking systems

The company exports to Norway, Denmark, Germany and Ireland, therefore it is important that they can track their goods to their clients. As such, they ensure they use couriers with web-based tracking systems so that they can manage this part of their service effectively.

Virtual Private network [VPN]

The financial controller is the only person who works from home and he can access his e-mail account and the Sage system via the VPN and his laptop. It is not possible to remotely access LabTrack™, but the controller does not need to do so and so it is not a concern.

Intranet

The company has an intranet but not all office-based workers seem able to access the system.
9.2.3 Effectiveness of current systems

General ICT inefficiencies

The company is part of a group of three offices. The interviewee did not understand why all three offices were not on the same servers so that staff could access all information via the intranet. Currently, each office has been set up to run its ICT in its own way [with the exception of accounting], and as such, there are efficiencies that could be made across the business that are not currently in place. For example, a new Office Manager started in another office and they did not know how to create reports that the interviewee regularly did:

It actually transpires that they haven’t got the same reports that we have got here, so it has led to some problems that way because obviously the directors want to know the information but the others haven’t been set up in the same way

This segmented approach also affects the efficacy of support and training as it is all done individually.
Specific ICT effectiveness
The main system is LabTrack™, and it is excellent for case management but also provides good monthly reports, allowing the business to see how many different types of devices are being created at any one time:

For example recently I had been asked to find out how many all porcelain cases we have got compared to the ones that have got metal in them and so it enables you to do that, to pick that out which is quite useful

However, as previously mentioned, it is not able to integrate with other systems such as MS Office:

I have never known anything like it and it is quite quirky with the things it will and won’t do as well

This means that for certain functions within the office, it is extremely ineffective and very unproductive - e.g. its inability to link customer data to MS Office to create an effective Customer Relationship Management [CRM] system. 

Further, it does not allow different departments to communicate to each other through the system. This is because the business would require touch screen pads set up in each laboratory for this to happen [something which LabTrack™ offers] and the company had not acquired these due to the dust and other materials that would create large amounts of wear and tear on the equipment. As such, the investment had not been made. Instead, the technicians must hand write their actions on their prescription pads. These pads then have to be invoiced so:

You have to rely on them writing their technician numbers…[and] when they come to book it [the device] out they have to manually input it into the system so it can be invoiced

This manual system has been used for some time as it seemed to work. However, a new company directive has meant that the manager wants:

The drivers to be out within a reasonable timescale rather than them waiting here for three hours before they are dispatched with their goods to deliver…so they are actually looking at what each person is doing in terms of getting cases booked in but also getting them invoiced and out and packed so that the drivers are off

As such, the current system may well be reviewed. It was felt that the current reticence to change was because the same people had been with the company for its twenty years, and it was difficult for them to grasp how big the company has now got and that the old systems may not work so effectively with the current company growth.
There was also no training available for the system because it was a US piece of software. Therefore any training for new members of staff is based on the current knowledge set of existing staff, so it is felt that the overall ability to use the system to its full potential is limited.

The interviewee did not view it as a user-friendly package, but acknowledged the reason that it was used was that it was widely accepted as the industry standard to use in their field.

9.3 Change Management & Planning
9.3.1 Planning and budget

There is no specific planning or budget for ICT. However, if someone required something, then it has been acquired. Requests are sent to the Board of Directors and you have to put the case forward for why it is required. If the money is available in the bank:

Then you can have it, I guess, I don’t know but certainly I have not worked in this situation before where you haven’t got a budget

The interviewee was not able to comment on longer-term investment due to her relatively short time with the company. The only forward investment she could comment on was the website, which had received positive feedback from their clients.

The interviewee did view ICT as being hugely important in helping the business to grow because she felt they needed to be ‘seen as moving forward, particularly in terms of the products that they use and [they] need to be marketing that.’ However:

The company is taking a much slower approach at the moment, obviously because of the financial situation of the whole country, so it is much more a sort of ‘We will do it if we have to’ sort of scenario rather than ‘we ought to be

As such, the company was viewed as being reactive in its approach to adopting new ICT.
Measuring effectiveness of ICT investment and the extent to which investment in ICT is led by the financial performance of the business

The company does not measure the effectiveness of their ICT investment. They only acquire new ICT if old equipment is broken or needs repair, so their investments are very much made on a reactive basis.

The interviewee felt that if new equipment was acquired [see future activity] then she would probably have to measure the effectiveness of the investment. Current systems were not measured because they were already in place when she started her role.
Value for Money

Sage was viewed as value for money, particularly because their website provided such excellent support for the user. However, the interviewee had reservations as to how cost effective LabTrack™ was:

It is not very transferable between different packages and I find that quite frustrating because it [would] save so much time
9.3.2 Future Activity

The company is considering buying a scanner; a specific medical scanner that scans teeth. At the moment they have to outsource to another business for this service, and it is based in Scotland. Having this equipment would allow them to keep the service in-house and quicken the turnaround time of the product for the client.  This was seen as a necessary acquisition as their competitors had them:

Their turnaround is quicker, so we have to be looking to improve our turnaround time as well
9.3.3 Support and information

LabTrack™ systems provide technical support via their supplier Iventrix, as do Sage. The business also uses a company to manage one of their servers and service their computers etc. However, another company manages the server on which Sage is held as this is a central server used by the other offices.

9.3.4 Barriers to the adoption or increased use of ICT

There were several reasons why the company would not adopt or increase the use of its ICT, these included:

1. A reticence to learn about ICT from the staff:

Oh my God, what do you want me to do? How do I do that? No I can’t do that

This reticence may be compounded by the fact that there is a lack of training.
2. Staff are generally expected to ‘just run with something’, rather than receive proper training on systems. Any training that is provided ‘happens after the event really’.

3. The working environment (for example the dusty nature of the laboratories) meant that the use of highly-effective touch screens as part of the LabTrack™ system were not a viable long-term investment for the business. 

4. A reluctance to be the first to do something:

It is better to tread in water that is already warm rather than test it I think
5. Cost – this is to a lesser extent as most ICT has been sourced when needed, but it is still a factor.
9.4 Cross cutting themes: Environment and Equal opportunities with ICT

There are equal opportunities and environment policies, but they are not necessarily directly linked to ICT. The employee handbook outlines the recycling policy, such as recycling toner cartridges and not printing e-mails unless necessary etc. However the equal opportunities policy for flexible working is more about providing part-time opportunities for people, or flexible hours for technicians which has been decided upon by the management. The manual nature of the job means that ICT is not affected within this policy.
10 Case study 10: agricultural sector; 50-249 staff; low-level adopter, stronger business performance
10.1 Company details

The business is a plant centre, farm shop and nursery located in Berkshire. There are 75-100 staff [full- and part-time]. The company has been in operation for fifteen years. The interviewee is the IT Manager within the business.
10.2 Awareness and adoption of ICT 

10.2.1 Overview

The company mainly uses Microsoft Office and EPOS. Their current operating system of EPOS is being upgraded and this should have radical changes on the business productivity as a whole. However, the varied levels of computer literacy and the low levels of inclination to use ICT to its full potential across the company mean that the full benefits of ICT adoption cannot be realised. Further, given that the company has a number of plans to improve and increase ICT in the long term to benefit its business, it is surprising that that there are no set budgets or planning for when these improvements will be made.
10.2.2 ICT adopted

Main operating systems/suites
The company has two main applications suites: Microsoft Office and EPOS. Microsoft Office is used primarily to communicate via e-mail and to create spreadsheets. The EPOS system is the ICT used to operate all the tills in the farm shop and plant centre. The business also has a website which details contact information and news. There are plans to increase the effective use of the website [please refer to the section on Future Activity].

There is a virtual private network [VPN] so that managers can access the local network from home and all the PCs can be linked together wherever they are on site [be it from the nursery, shop or plant centre].

There is a basic Customer Relationship Management [CRM] system in place that the ICT manager’s predecessor created.  It is a spreadsheet database of customers. The company is currently trying to expand this database via their ‘Friends of [company name] scheme. There are forms at the cash tills inviting customers to provide contact details in exchange for discounts and products. Some e-marketing is conducted from the CRM database. The marketing involves news updates and special offers that the company is providing.

Other ICT in operation includes:

· The nursery has an automated ‘picking out machine’ that moves very small plants and puts them into bigger trays;

· The accounts are done on Sage;

· There is one laptop; and

· Wireless is available across the site.

Technologies not used but that could be accessed

E-learning is not used at this company but the IT manager felt that it could be used, and indeed might be helpful due to the varying levels of computer literacy across the company. In fact, the main weakness of the current systems was seen to be the levels of user training across the company. As such, a lot of information was currently being passed by word of mouth when it would be more productive to send it electronically:

One person will talk to one person, someone will talk to someone else and no one will have all the information and no one person will have a clear picture of what’s going on apart from maybe the chief…more online collaboration and shared access to the project resources, so anyone could see what’s happening on a particular project or a particular piece of work [would help]
10.3 Effectiveness of current systems

The current system is effective with regards to it being relatively inexpensive and it is managed in-house. It is ineffective because it is underutilised. The systems are not currently used to their full potential because of lack of computer literacy combined with a ‘will to use it’.

The new upgrade to EPOS will allow for greater productivity at the back end of the stock process:

Basically the back office functions…so when you get a new product to put it on the system so it scans at the till, so all the costing information is up to date and the selling price information’s up to date. And letting the system know that you have this many in stock, so many in the till sale, then it takes it out of stock so you’ve got an accurate stock level…the process of doing that on the newer system is much easier
In fact, the IT Manager felt that any ICT use would help increase productivity because ‘in a communication sense electronic communication IS quicker’.
10.4 Change Management & Planning
10.4.1 Planning and budget

The adoption of new ICT is primarily led by need, and this is evaluated by the IT Manager. He will then take any plans to the SMT and they will decide on whether it is required and can be afforded at the current time. Whilst the IT Manager is clearly proactive in his decisions in what the company can do to take the business forward with the aid of ICT, the company itself is reactive in adopting new ICT. Budget constraints and desire within the business are seen to be the main barriers to moving towards a more proactive role for ICT.
Measuring effectiveness of ICT investment and the extent to which investment in ICT is led by the financial performance of the business

The company does not currently measure the effectiveness of their ICT investment. It was acknowledged that this would be interesting to look at but felt that to do so would include too many subjective parties and as such, it was not known where to start on such a venture. 
Value for Money

Due to the inexpensive nature of the majority of ICT within the company, it was seen that value for money was provided.
10.4.2 Future Activity

In process
The company has just acquired a new operating system for EPOS which they are due to install in the near future. The new system was acquired due to the performance of the old system in terms of support and reliability:

They’d just gone down and down and then this came along and we thought, well it’s not going to get any better if they’re focusing on something new
It was questioned whether the company would have changed systems if the supplier had not performed so poorly with regards to long-term support with regards to older systems. The opinion was that it would have been a harder case to argue with the management but that they probably would have changed.

In order to use the new system a new system server and set of hardware has been acquired. It is all being prepared offline so that the day when they switch over the old system will be immediately redundant.
They are also planning to expand the website to include online sales. Products they are seeking to sell online include plants and garden accessories as well as special dietary foods available from the farm shop such as gluten and dairy free products.  They wish to do this as they want to offer something unique and feel that it will be a successful move to undertake in the next two years. The new EPOS system they will be installing supports e-commerce:

The products that we sell in the shop will be automatically linked to the website and we can allow certain products in the shop to appear on the website
Desirable but not budgeted for

There are some things that the company would like to do with ICT in the future. It is hoped that the CRM system can be evolved enough to roll out a customer loyalty scheme so that the company can make sure that customers preferred products are in stock etc.

They would also like to look into the possibility of the EPOS system linking with the accounts system:

Make sure the two systems are concurrent. So what accounts is paying for is products that we’ve got in the shop, if you see what I mean
However, these future plans are based on a) affordability [which is not something that is actively planned of budgeted for] and b) seeing what the new EPOS system offers [i.e. the upgrades to the new system being put in place shortly. The manager is aware of these upgrades and hence the future plans, but they need to test the new systems effectiveness first].
10.4.3 Support and information 

The majority of ICT support and information comes from the IT Manager. The company took the decision to hire a full-time IT Manager as they felt that was more cost-effective than hiring consultants. If the manager cannot solve the issue, he refers to the suppliers of the systems and accesses their support which they pay an annual license fee for.

Should neither the manger nor the system’s supplier be able to provide ample support and information, the IT Manager would search for local based consultancy firms for help.
10.4.4 Barriers to the adoption or increased use of ICT

Cost was cited as a major barrier to adopting new ICT. A further barrier was the level of skills. The system’s suppliers provide training to the managers who in turn train staff.  
10.5 Cross cutting themes: Environment and Equal opportunities with ICT

The company has an equal opportunities policy but none that is linked to ICT; this is primarily because the company is a retail business and the staff need to be on site and not work from home remotely, so it does not support the requirement for more flexible working. The managers can access the systems via the VPN at home should they wish but it is not a specific company policy.

Similarly, there is no ICT role in supporting environmental policies currently. The IT Manager is interested in looking into ways to evaluate energy consumption across the site in order to improve their environmental impact but this is a system he has yet to design.
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� Type of tubular greenhouse.


� Presumably the MICROS-OPERA suite.


� Guests can book to have, for example, three treatments online, but they must contact the spa directly to arrange when these will be.





