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Abstract

Electronic business {eusinesyis rapidly spreadingcross many industry sectors.

It is likely that business to business and businessrsurner communication will be
increasingly conducted via the Internet. However, while the potential of the Internet
Is recognized, the conditions for successfblsiness using the Internet remain to be
explored in many industry sectors and different pafthe world.Firms that adopt

this innovative wayof seling and deliveing products and serviceas well as
managng customer relationship mustindertake technological andstrategical
changeslssues such as organizational readiness, the suitabititye ahdustry sector,

the nature of the transactions in terms eécurity standardization, the effect of
culture and the requirements for changed organizational infrastructure must be
considered,addressedand locally adaptedFirms in the same industrydapt e
business at different rateéd/hy do some companies actively adogiusinessvhile

others take a more cautious attitude?

The pharmaceutical industry provides a rich platform for the exploitation- of e
business as a mean§improving the reply andeducing the costs of the business

process and communication among its stakeholders.

This research analysasgsues that mayinfluenceand explain the varying attitudes
and behaviours in the adoption ebesinesswithin the Portuguessubsidiaries of
the pharmaceutical industry. Thstudyis set out to fill a gap in knowledge not
covered by previous researchthe area of dusiness and thiecal subsidiaries of

thepharmaceutical industry

The conceptual lens proposed in this research introducesdgnéive mapping and
thenotion of institutional theory of organizational communicafidrOC) to the ICT

field in order to understand the perspectives and social relationships amongst the key
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actors involved in the process cbasiness adoption. The adeg conceptual lens
helps us to examine a longitudinal case study undertaken in four Portuguese
subsidiaries of multinational pharmaceutical companies. A total of 24 interviews

were conducted.

The findingsof thi s r e saealysiscdra@nsupon the caime mapping were
validated by comparison using existing thesrand the institution theory of
organizational communicatiofiTOC) was found to provide a coherent explanation

of the results of the empirical work.
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CHAPTER 1: INTRODUCTION OF THE RESEARCH, AIMS AND
OBJECTIVES

1.17 Researchcontext

The introduction of éusiness impacts oall aspects ofn organkation, from the
management to the operational systems. The situation is not only a question of
technology and how-business is implemented but a total reengineering of the
processes of working, which can only be successful sfrang cooperation with
everyone in the companpwardsthe important decisionrohow to change the
traditional processes to face the new challenge is created. The traditional ways of

doing marketing and promotion will change.

For the purpose of th research, #usiness is defined as the use of Internet
technologies to manage business processes, such as sales and purchases, supply

chains and customer relationships (Wang and Cheung,.2004)

While the general potential oflmusiness is already identifie research only now

starts to give the first steps as to its suitability for the specific industry sectors and

what adaptations are needed for its sucdesthis connectiongdespitethe rapidly

changing landscape of dime competition, many fundamehtasues regarding the

adoption of ebusiness remain unclear (Wang and Cheung, 26@4)instance, what

factorsar e cr i ti cal t o an o0 reluainess? What types®@fs dec i
industriesare most likely to implementleusinessHow do manags view the new

business practices on the Internet?

However, although it is considered a great opportunity, and some industry sectors are

well positioned to take full advantage ofbasiness, there is still a gap between
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appreciation of its importance atite realization of commercial potential (Costello
and Tuchen, 1998).

It appears that there are some important points that need to be considered.

If we start by looking at some of the lessons that EDI (Electronic Data Interchange)
history tell us, we aasee that it has been around for more than twenty years without
much success due to other problems besides technology (Kalakota, 1996; Turban,
2000). It has been viewed as a technology without understanding and solving the
important business implicationsSome organizations tried to implement EDI without

a proper plan and without determining whether it would fit into their overall
processes. On the other hand, EDI is expensive and rather difficult or almost
impossible to be adopted by smaller compariiég. use of dusiness will bring new

issues that have to be faced. How will businesses be paid? Security and legal actions
are being adopted so that financial transactions will become reliable and people can

trust the new process.

The new applications ust be extremely reliable, an updated and proper maintenance
of all sites is strongly required or the new systems will not be trustworthy. The
variety of security threats that can cause heavy losses, that the networks face, have to

be solved.

An e-bushess situation will only be acceptable to organizations if their own threat
environment is considered and investigated and a specific solution to their own

problem is created.

The benefits of a successful innovative technology uptake effort include better
operational efficiency, better customer relations, shorter pragess times and
improved market competitiveness (Chong, 200@formation and communication
systems that do not refl ect t he human

ne:
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receive a nedwe reaction because of lack of participation and ineffective
communication during planning and development between ICT and users
(Liebowitz,1999). There is a widespread recognition by ICT professionals that social
and behavioural factors are more intpot aspects of ICT failures than the technical
(Sauer, 1993).

We come to the point that identities are different and different approaches must be
made. Issues will certainly differ between different industry sectors and different
cultures.There is arelative absence of a substantive research corpus relating to the
investigation of these issues, although researchersamabg®d the driving forces of
organizational adoption of innovative technologies or strategies from different
theoretical perspectige For example, institutional theory suggests that a firm may
imitate organizational structures and strategies adopted by othver fiWang and
Cheung, 2004) Therefore, innovation adoption can th®ught of asa symbolic or
institutionatpressuredriven action (Abrahamson, 1991, 1993Another line of
thinking (Child, 1972; Hambrick et al, 1984Jggests thahe characteristics ofn

or gani zop tmanagers snfluencthe approach to innovate technologies
adoption. Some other researchers havalso proposed that the differeh adoption
behaviours obrganizationcan beanalysed taking into consideratitme influential
factors atmultiple levels- environmental, organizational, and manageri@ogers,

1995; Tornatzky et al, 1982) whictprovide atheoreticalbasefor understanding

organizational decisions abdhe adoption ofinnovatve technology.

E-business is not just aboubesiness transactions or about buying and selling over

the internet; itds t he onessmeadeld, witbtheaadt egy o
of technology to maximize customer value and prdfitss about P2R path to

profitability (Kalakota, 2001).

The conceptual lens proposed in this research builds on the emerging literature on e
businessuptake The adopted camptual lens helps us to examine the longitudinal
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case study of the use ofbeisiness in sales and marketing within the Portuguese
pharmaceutical industryhe majority ofwhich being multinational subsidiaries and

small to medium enterprises in sizgth the following reasons:

e The richness of the pharmaceutical industry as a complex industry, range
stakeholders with diverse cultures, resulting in a rich variety of internal

culture.

e A variety of interactionsi public sector, strict legislation, social and
economical reasons (Mateus, 1993; Felicio, 1999) and strong
recommendations from the European Community and local government (EC
COM-1998588), for the pharmaceutical industry to take full advantage of

electronic business in order to solve the existertilprs

e A complex customer trilogy the medical doctor that prescribes, the patient

that consumes and the government that pays the medicine

e |t provides massive potential for the exploitation dfusiness as a means for
reducing the costs of the businge®cess and communication among its
stakeholders. The variety of stakeholders, transactions and communications,
the good financial situation of the Portuguese pharmaceutical industry, as
well as the strong recommendations from the European Community and
local government for a better use of ICT as a means to solve some of the
existing problems in this industry sector, suggest that this industry is a good
test bed to examining electronic business-ake

Although the research context is quite specific, wbele that the findings are of

relevance to other industries and other countries.
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1.21 Research ains and objectives

The focus of this investigation is to provide a better understanding absbes
influencing the e-business adoption in the Portuguesabsidiaries © the
pharmaceutical industry, by proposing a conceptual lens drawn on the emerging
literature on ebusiness uptake that would help to identify, relate and explain the
different factors that were identifieich the longitudinal case study asabéfers or
constréners of ebusiness adoption within the Portuguesesubsidiaries of the

pharmaceutical industry.

The context of the research (Figure 1.1) was used to select the literature to be

reviewed, outlining graphically the focus of the researod #elated areas of

knowledge.
e =

Figure 1.1The context of th&®esearch
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The research is based on qualitative research metbodbge use of a case study
approach and on an interpretative perspective of social enquiry, as discussed in the

third chapter.

The choice of adopting a castudyresearch strategy is based on the argument as
stated by Benbasat et al (1987)hey suggest that case studies are suitable only
when:
e The research questismequire to be analysed in a natural setting and the
focus neds to be on contemporary events
e |t is not necessary to control the subjects or events while conducting the
argument
¢ Research argument will have a fairly strong theoretical basis, nevertheless the
choice of the case is expected to advance the knowledge phenomenon

and the theory

The research questisthat hae been identified for the studyre

1. Why is there not widespread adoption dfiesiness within theubsidiaries of
the Portugues@harmaceutical industry (PPAI)

2. What is the thinking behind pelepin the subsidiaries of thé®Phl which
influences their view of-®usiness?

3. How does the institutional structure of tkabsidiaries of thd®Phl affect

communication related telausiness adoption?

It is common for case studies to focus on two or mates sto enhance the
generalizatiorof the research and allow special features of cases to be identified and
compared (Bryman, 1989). It was therefore decided foar contrasting

pharmaceuticasubsidiares should be used to gather the data for our relseaCase
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study companies need to be chosen with some sort of rationale, and with access and
entry being two of the most important considerations

The foursubsidiaries selectedwith Anglo/American, American/Dutch, Italian and
Swiss cultures have beararefully chosenwith Apifarma (The Portuguese Local
Association of the Pharmaceutical Industry), the four of them representing 13% of
the local market, covering differenherapeutical classes and also providing a
contrast of the data gathere8ix people from each company, from different

functions and departments, making a total of twenty four, were intezdiew

As subsidiaries of multinationals, an interest in the different parent companies
influence meant that the case study involved data collected four different
nationalities in order to provide an enhatha®ntrast of the organizatiomsilture.
This enabled considerable comparative analysis to be undertaken and further
provided contextual information to indicate the organizational/individillences

on ebusiness adoption

Hence by using a qualitative approach to interpret the Portuguese pharmaceutical
industry concerning-businessadoption it is hoped that this research will enhance

the development of theory building by presenting a da$eoe understanding of this
culture. Further it has been argued that qualitative case studies allow researchers to
understand the nature and the complexity of omgdional processes and provide
insight into nascent fields (Walsham and Han,1)99

This research investigadethe phenomena that influerttéhe attitude to dusiness
adoptionthat need to be satisfied in order to achiaignment between theulture
of the organkatiorns studiedand the culture accommodated bybuesinessadoption

specificto the pharmaceutical industry and sensitive to Portuguese.issues
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1.3- Thesis structure

This thesis is structurdd seven chapters.

This first chapterjustifies the choice of the subject of the reseatioh,context and

the question investigatedidines the areas lacking prior investigation by researchers
and briefly presentghe aims of this studyThe chapter then provides a research
model which stipulates the phases of the research process and how this enabled the
collection and analysis of théch data needed to providesavers to the research

guestions.

Chapter two explores the literature in ICT and-besiness, subsidiaries of
multinationals, small and medium enterprisess a reference for comparison
institutions and pharmaceutical induststructured with the aim of proposing a

research framework tollectthe data in the case studies.

Chaptetthree discusses the philosophical perspective of the research strategy and the
research design, considering the nature of the research topic andsderch

guestiors.

Chapterfour introduces the case study organizations and discusses the major issues
found in each one, setting the organizational scene and placing the research into

context.

Chapterfive provides a detailed description and analggishe investigation within
the organization The determinant factors drawn from the cognitive maps are

discussed.
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Chapter six analyses the findings in the light of the Institutional Theory Of
OrganizationalCommunication (ITOC),presents the results ohd analysis and

highlights the key findings of this research.

Chapterseven the last, presents the conclusions, the contribution to the existing
body of knowledge and the limitations of this research, and also discusses the

opportunities for future reaech.
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CHAPTER 2 : A LITERATURE REVIEW

2.1 - Introduction

The focus of this research is ofbesiness adoption e Portuguese subsidiaries of
the pharmaceutical industry. In this second chapter, the context of the research is
discussed and the aspects that can provide a framework for the understanding of the

subjectare examined

The concepts of -business,subsidiaries of multinationalssmall to medium
enterprisesas a reference for comparisonnstitutions and the Portuguese
pharmaceutical industryadgted in this research are reviewed from the literature,
with the scope of selecting the appropriate measures to studiptreness adoption

in thesubsidiaies investigated.

.2 - The concept ofe-business

According to Turban2000), ebusiness is an emerging concépat describes the
process of buying and selling or exchange of products, services and information via

computer networks including the Internet.

E-business is all about cycle time, speed, globalization, enhamaatlictivity,
reaching new customers and sharing knowledge across institutions for competitive

advantage (Lou Gerster, Chief Executive of IBM, in Turban, 2000).

Also Kalakota& Robinsor{2001) define éusiness as not just about@nmerce
transactions oa b o u t buying and selling over the
redefining old business models, with the aid of technology to maximize customer
value and profits is about P2R path to profitability. They argue that before a
company can succesdfukembark on electronic busine@sbusinessapplications it
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must have a clearly thought oubasiness strategy.-Business is the incorporation

of all the business structures into the new business model, not just the addition of an
electronic commerce opaion iro the existing business model (Nunes & Patterson,
2001).

There is a rapidly growing literature on the adoption and use-lmfsmess by
organizations (Bickerton et al., 1998; Hartman and Sifoni§02®offman and
Novak, 2000; Porter, 2001; K&data, 2001; Daniel & Grimshaw, 200Rgai & Wat,
2002.

In this research we will be using thébesiness terminology, as we will be focusing

on the wholePortuguesgharmaceutical business process from the launch of a new
molecule, its registration, lotalinical trials, local medical congresses and seminars,
training of the sales team, introduction of the pharmaceutical products to the medical

doctors, which with the aid of electronic technology could be optimized.

The potential of the Internet as aadimel for ebusiness has been recognized across
many industry sectors. It is likely that business to business and business to consumer
communication will be increasingly conducted via the Internet. Understanding the
acceptance pattern and the role oéinet seHefficacy in electronic service adoption
constitutes an important research issue (Hsu4R200anagers are told that the use of
e-business is already leading to the reshaping of customer and supplier relationships,
the streamlining of businessgmesses and, in some cases, even the restructuring of

whole industries (Daniel & Grimshaw, 2002).

Prior to the Internet, firms mostly operated proprietary ICT systems that provided
data to a chosen few. Interaction with external stakeholders (busingserqa
suppliers and customers) wagpensive and difficult (Brews2003)as technology

electronic data interchange (EDI) exchanged structured data through closed systems.
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With rapid advantages in technology, new ways of business process redesign, which
include entering the -business marketplacdéave emerged. Organizations today
frequently redesign their processes in ways that provide competitive advantage
(Phan, 2003Grover et al, 2004

Although the potential of the Internet is recognized, the itiong for successful-e
business using the Internet remain to be explored in many industry sectors where
issues such as organizational readiness, suitability of the industry sector, nature of
transactions, critical success factors and culture, must besseédr and identified
(Hong, 2006; HornekLong, 2002).I1t would seem that smaller businesses do indeed
view ebusiness as an opportunity for improving their performance and, hence,
levdling the playing field(Daniel et al, 2002; Mollaet al, 2005) It would appear
thatto larger companiese-business is viewed more defensively, in particular as an
opportunity for simplifying complex internal processes and, hence, reducing costs
(Gupta, 20@).

In many countries, the development of electronic businesseis as important to
national interest, a development to be fostered by expliitistness policies.
Governments are progressively viewing adoption dfuginess as an important
determinant of future national economic growth (Debreceny, 20BE@ctronic
markets are expanding to almost every industry sector, including retail,
manufacturing, aerospace and defence, healthcare and pharmaceuticals and
chemicals (Hsiao, 2003).

Few corporate leaders now doubt thdiusiness is here to stgarl, 2000) The
distasteful hype of the ICT industry and business writers and the cynicism generated
by wakeup calls from governments can no longer mask this essentiél facteven

can the collapse of dot.com stags and the volatility of internet stocks. Incumbent
companies as much as dot.com stgrs are having to learn fast about the challenges

of doing business in the iIindommatcedn, afge,
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busi nesso, Aithe new economyo, or somet hin
difference inleadership (Earl, 2000)However cursory observation suggests that for

business managers in particulathuesiness related decisions are more challenging

than earlier generations of ICT investments (Debreceny et al, 2B@R)siness can

be viewed as annnovation in business practice, with interest focused on the
diffusion of practices within the community of firms linked electronically and its

impact on business policy and practice (Graham, 1996; Chang, 2003; Motiwalla,

2005).

Cases like the airline ingtry where the Internetis being usedo improve its

distribution strategy and reduce costdso uses Intranets and Internal systems to

develop tactical and strategic management. In addition, extranets are being gradually

used for communicating with gaers and to support business to business (B2B)
relationships (Buhalis, 2@). The changing patterns of Internet surfer access to e

business sites pose challenges for the Internet marketing teams of online companies.

For ebusiness to grow, a systemmiise devi sed to provide cus:¢
transversal patterns from product awareness and exploration to purchase commitment

(Kwan, 200% Chang, 2003Chun, 2005Mottiwalla et al, 200k

Improvement in productivity and competitiveness is expectet thié use of €
business by opening the access to millions ofirem customers, products, services

and information with new and more cost and time efficient means. However,
although considered a great opportunity, and some industry sectors like the
pharmaeutical industry are well positioned to take full advantage-btisness,

there is still a gap between appreciation of its importance and the realization of its
commercial potential (Costello and Tuchen, 199B)any factors contribute to the

lack of pragress like lack of resources and skills, customer resistance, inability to
develop standard processes for Internet enabling, and the scope and scale of the

transformation (Brews et al, 2003; Zhu, 2003). Also the social interpretation given
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to the Internetand the role of enthusiasts in persuading organizations to join are key

in the expansion of-business.

2.3 - The concept of a subsidiary of a multinational company

Multinational corporations (MNCs) gain market power from their ability to arrange
intra-firm, crossborder transfers of knowleddmsed advantages, such as
technological knowhow and marketing expertise (Antet al, 2007). Success of
MNCs relies almost exclusively on their ability to be efficient vehicles for creating

and transferring knoledge across borders.

Researchers have identified a variety of constraints to the management of
multinational firms such as limited access to information, political and sovereign
risk, host country regulations, taxes and legal system differences, cudnadal
language barriers, accounting and reporting differences, exchange rate risk and
transaction costs (Claggett & Stutzman, 2002). According to Mockler (2002)
addressing the challenges offered by the multinational market requires cognitive
skills to undestand what is happening in those markets, entrepreneurial skills to
respond to and exploit rapid changes innovatively, and leadership and management
skills to balance the many diverse elements. Makinal. (2004) explain that each
country in which a muibational firm operates has a distinct economic, political,
legal, cultural, industrial and competitive market context. A difficult decision for
multinational companies is to determine what needs to be centralized and what needs
to be left at the local el (Lucas, 2005).

As Vachani (1999) refers, Asubsi diaries i
differing demands from host governments, especially when they operate in diverse

environments. Given the complexities of multinatiehast bargaining, ifferent
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subsidiaries may be drawn towards making different concessions in host

governments, which could i mpact a variet.)

Antia et al. (2007) believe that the main detriment to performance is the magnitude

of differences betweeh he cul tures of foreign subsidi
country,since the headquarters, where most important decisions are made are located

in the home country, the dominant culture of the headquarters is that of the home
country, and the economic actiiwith the biggest value impact is between the

headquarters and the subsidiaries.

As noted, two streams of literature provide particularly relevant insights, namely that
linked to international entrepreneurship, and that associated with MNC and
subsidiay management (Boojihawonet al, 2007) . The mul t i
environmental and company characteristics are partly a function of the related and
unrelated, product and international geographic diversification components of its

geographic diversification (Vaani, 1999).

According to Mockler (2002), achieving integration in a multinational company
involves maintaining a balance between capturing global efficiencies and responding
to local differences. This requires both creative, innovative, entrepreneurial
unstructured approaches as well as systematic structured ones and it makes the
management of the foreign subsidiaries especdgifficult. As Perkins and Markel

(2004) point out in their work, concerning ICT in a subsidiary of a MNC, problems
related to dnguage, currency, culture, national infrastructure, availability of local
ICT staff, data export control, and trade unions, also make the ICT management in a
MNC challenging.

In the MNC field, it is recognizedhat subsidiaries may not merely subordinate
elements of their parent MNCs. Instead they can be examined as networks of
autonomous and di fferentiated uni ts (Oo6cC
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multinational subsidiaries, when managed by individual possessing a global vision
and an ability to effi@ntly network with other MNC units, may achieve success
through their entrepreneurial behaviour (Birkinshaw, 1997, 2000; Birkingtaly
2005).

However, an idea that Birkinshaw in his 1997 work introduces is that of
Aentrepr eneur i atibnalsubdidianes. Alihoughsubseguéent work &n
MNCs provides insights into multinational subsidiary entrepreneurial behaviour in
general, the notion of multinational subsidiary entrepreneurial culture, its influences
and manifestations is still esserniyalinexplored. This point has again been picked

up by Birckinshawet al. in their recent 2005 contribution, in which they argue that
future research should investigate how multinational subsidiary entrepreneurship can
be best captured. Boojihawenal (2007) find that subsidiary entrepreneurial culture

is associated with key notions such as global vision, entrepreneurial orientation,
initiatives, development processes, headquasidsidiary relations, MNC
networks, autonomy, target market servicing amedponsiveness to the local
environment. They integrate concepts from the emerging international
entrepreneurship literature into the MNC management literature in order to explore
characteristics, influences and manifestations of subsidiary entreprepeurshi
Entrepreneurship from a subsidiary perspective (Birkinshaw, 2000) can be viewed as
a capability dispersed throughout the MNC organization and its subsidiaries.
However, not much investigation exists as yet on the aspects of a multinational
subsidiary atrepreneurial culture. Concerning headquasselssidiary links, Luo
(2003) views that subsidiaries achieve enhanced performance levels when their
headquarters give them an abundance of resources, support their host country
operations, and less rigidly ol them.

It is recognized that subsidiaries having specialized resources and the necessary
autonomy may play creative roles within the MNC group (Gupta & Govindarajan,
1991). Also in this connection Harzing & Noorderhaven (2006) describe that
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subsidiaies with a role as globe innovators and so with high levels of knowledge
outflows within the MNC group have higher capabilities than subsidiaries playing a
role uniquely as local innovators and withlow level of knowledge outflows.
Birkinshaw et al. (2005) argue that the more focused a subsidiary is on its host
competitive market rather than on its MNC internal arena, the higher is its level of
entrepreneurship. A subsidiary initiative can mean a powerful role for the MNC on
the whole in that it may enhae local responsiveness, worldwide learning and global
integration (Birkinshaw, 1997). MNCs establish a local presence in foreign markets
in order to get a better knowledge of the local consumer tastes, language, behaviour
and culture and develop an urstanding of the local media environment in order to
execute an appropriate promotional strategiie sibsi di ary manager so
strategy implementation is affected by the level of autonomy granted to them by the
headquarters, which may vary dependingtmn functional area of decision making,

among other factors (Vachani, 1999).

Boojihawonet al (2007) evidenced from their research that multinational subsidiary
entrepreneurial culture is the overarching mechanism towards initiation and
energization of mtrepreneurial behaviours in the subsidiaries with three main
characteristicsGlobal vision entrepreneurial orientatioand entrepreneurial MNC
network management. Also their research suggests that there are three influences
and manifestations which irapt on and are affected by the multinational subsidiary
entrepreneurial culture:subsidiary autonomy target market servicing and
responsiveness to local environmental conditions. In fact, subsidiary managers of
multinational firms have expressed that asimy from the parent company is
necessary to build a successful operation (Hoffman, 1988). Following Mirchandani
et al (2008) work, the extent of autonomy provided to the subsidiary can contribute
to the success of the multinational firm because it cativate subsidiary managers

to be more committed, perform more diligently, and thus produce greater subsidiary
profits which in turn become the profits of the multinational. Concerning ICT, the
decision on the extent of autonomy to delegate to subsidiand€T planning is



Page29

critical as greater autonomy can provide them with more adequate and critical
systems to their local needs and success (Hanke & Teo, 2003; Lai & Wong, 2003;
Maritanet al, 2004). In fact, decentralization has been shown to improvedsarys

effectiveness in general (Frost & Birkinshaw, 2002). As Mirchandarail. (2008)

point out | Aithe conventional wi sdom may
subsidiarydés uniqgueness in terms of It s C
but at the same time maintain tight control of all ICT planning to ensure that it is
consistent with the parentdés business and
t hat control may benef it the subsidiaryo.
attenpting to examine ICT strategy in multinational subsidiaries, there is a need to
understand the dimensions that influence the relationship between a subsidiary and

other units in the multinational company. Apparently, the driving forces that

motivate a mulhational to carry out the ICT planning include (Bresreaal, 1999)

to enable the transfer of ICT knowledge within the multinational group, (Birkinshaw,
1999) Ato encourage the subsidiariesbd
throughout the mitinational corporation, and to increase the collaboration and
synergy between the different subsidiaries
However, the conceptualization of ICT strategy (Mohdzain & Waeéd7) is often

defined more by the operational than the emvinental factors. At the subsidiary

level the emphasis on the need to be responsive and competitive within the local

market is important to local management but is often of secondary importance to the
multinational global business and ICT priorities aslvasl the corporate desire to

minimise the costs associated with duplication and overlap. In theirfroonk2007,

Mohdzain & Ward give some suggestions that appear relevant to many
organi zations: Aincreasing cent diaiesi zati on
becoming less competitive, when initiatives by local subsidiary managers to increase
competitiveness are expected in other activities such as marketing or service

devel opment 0o
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In 1999 the work of Vachani indicated that the decision areas in vghiokidiary

managers enjoyed the highest autonomy were marketing and personnel and the ones

in which they had the least autonomy were research and development (R&D) and
finance. Autonomy for manufacturing decisions varied a great deal. Personnel

training deisions are decentralized probably because subsidiaries are in a better
position than headquarters to judge local needs. Concerning the type of local

deci si ons, Asubsidiaries appeared to enj o
for operational ones~or example, in the manufacturing area, subsidiary managers

got less autonomy for the decision whether to manufacture locally or import products
from foreign subsidiaries than for the o0}
Vachani (1999) also referthat for finance decisions, subsidiary managers got less
autonomy for capital budget decisions then for the operating budget. Among
marketing decisions subsidiaries apparently enjoyed less autonomy for relatively
operational decisions as advertising nages and product prices than for the more

strategic product launch decisions.

24-Theconceptofs mal | and medi um enterprises (SME

The | iterature here referred on smal/l and
used as a reference for comparisdmereas the companies studied are subsidiaries

of multinationals.

Smal | and medi um aeendoreimapt rini nsarysindustsy Mécirs, )
representing an important role in the econo@gmpared with the large enterprises,
t he SMEGOGS h a vat resbuecese lowerf technecal expertise and poor
management skills (Caldeira & Ward, 2002).

In Europe, at least 98% of the total number of companies in all the member countries

have less than 200 employees (Felstead and Leighton, 1992). Furthermerbather
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been a considerable increase in the numbe

economies (Sengenberger et al., 1991).

In Portugal, the 2004 census from the Instituto Nacional de Estatistica, identifies and
officially classifies 99,6% of the entetp ses as SMEOS. As per C
(2002), traditionally, Portuguese SMEOGs he
market, relying on low labour and material costs. Witle European Union
membershiphas rapidly eroded these sources of competdiheantage (Pereira &

Seabr a, 1993) and the Portuguese SMEOGs ha
globalization. The adoption and use of the new technologies, mainly ICT, is likely to

be crucial forthes ur vi v al and competitithemEweapes of t h

in the emerging global market (€81, 1995).

Companies worldwide of different sizes and sectors seek new ways of conducting

their business through some kind of innovation to stay ahead of competition (Laforet,

2008). While large enterprisesrt face important investments in new technologies

this is hardly the case for SMEOGs. Howe\
continually enter the market with new ideas, produatd processes (De Jong &

Marsili, 2006), increasing their chances ofngual and growth. Research has also

shown that although large companies have enough resources for investing in
innovation (Laforet, 2008), they also tend to create a bureaucracy unfavourable to
creativity and so, tend to be less flexible than smallerstirwhile the larger firms

have the benefit of more resources and systems, the smallest firms have

individualism.

In a world of globalization however, the initiatiof internationalization, for an SME

may not simply be the result of the pursuit of oppoities in other new markets, but

may also represent a response to the home market environment characterized by
institutional pressures (Cheng et al., 2008) and a critical decision due to the costs and

risks involved.Globalization is accentuating competv e pr essure on SME
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are increasingly finding themselves in competition with firms from other regions or
countries and they also may have to explore other markets to sustain their own

competition position (Caldeira & Dhillgri997.

In 1996, the Eropean Union, proposed a general framework for all isisees
involved in SMEs definition. In order to beconsideredan SME, an enterprise
cannot have more than 250 employees (it was 500 employees)btferenterprise
should be independent, in the serhat a share of 25% or more cannot be owned by

a large enterprise or by a group of large enterprises

The European Union (EU) definition i® be used as a guideline ftine EU
members. The Portuguese official criteria of SME (determined by the Beskig

legislationi Despacho Normativo 52/87) defines an SME as an enterprise that:

a) Has less than 500 employees;

b) Has lesghan 12 m Euros of annual turnover (updated annually);

C) Cannot be more than 50% owned by any enterprise (or set of ent®rhese

does not fit in statements a) and b)

Although the definition provided by the European Unimhkely to be later adopted

in Portugal, this definitionstill does notfit the Portuguese reality. Very small

Portuguese manufacturing firms (for exampivith less than 50 employees), in

traditional industries (like clothing and footwear) tend to use intensive labour and

have basic computer systems because they do not have much data to process. Most

of these firms are subcontracted by one or few largerufacturers because they are

able to provide lower labour cost€aldeira & Ward, 2002) The development of

net wor ks of SME®G s i s a predomi nant treni

industries and constitutes a possible solution for many small firms &b the
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increased competition from large enterprises and low cost producers from less

developed economies.

According to the 2004 census of Instituto
represent 99,6% of the existing enterprises, generate 75,18¢ efrtployment and

56,8% of the global national business volume. The average dimension is very
reduced (9,4 workers). 97, 3% of the SMEO
the SMEOGs are | ocated in the LieKbonh ar ea
the SMEOGs is in the services and retailin

14,1% in civil construction and 9,7% in tourism.

25-ICT, e-business andVINC subsidiaries

Although tere is a growing literature addsesy ebusiness and sritaand mealium
enterprises (SMEG6s) ( J acet &l,s2008; Pddio, 20D0; a n d , 2
Doherty et al,2001; Elsammangét al, 2001, Daniel & Grimshaw, 2002; Parker &

Castleman, 2007)there is a gap concerning literature addressHbgistness and

MNC subsidiariesDue to this fact, the literature orfbeu s i ness and SMEOGS

used as a reference for comparison.

The adoption of a new system or technology by a company, greatly affects the way
business is conducted (Kalakota & Robinson, 2001), #ne nesources are utilized

and how efficiently they are used. Competitive advantage of firms, whether large or
small, can increase with an adequate use of ICT but only if they possess the skills

and experience to operate the systems (Ihlstrom & Nilss@3)20

The importance of the sectof small and medium enterprisesleading to a steady
growth in studies of-business adoption by these firms (Daniel & Grimshaw, 2002).
SME’s unlike larger counterparts, have many limitations regarding time and esourc
allocation (Chong, 2007). As found by Ihlstrom & Nilsson (2003), the vision of
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management in SMEOS, concerning the acqu
technology may not be hindered by the price tag of the investment. The time taken

off by staff for taining and learning may significantly affect an SME due to the loss

of operation time from key employees of thesiness (Chong, 2007)-lisiness
adoptonbys ubsi di ar i es isssnilantb ahnolbgy imflevhErdasion,

facing similar barrierswhich may act as a deterring factor for managers to

implement a value adding process.

Theroleofebusi ness in SMEG6s is to improve cust

business insights (Chong, 2007).

As found in previous research (Hasset al, 2002; aniel & Grimshaw, 2002;
Spanoset al 2001; Chong, 2007) , the differer
organizations in decidg to introduce a change app&abe the following:

1) SME6s remain attached to functional n

while larger organizations adopt proces$entedframeworks

2) SME6s are subject to greater pressur e
working capital, and more limited resource allocation potential, which

would affect the uptake ofleusiness

3) SME 6 s h a ersmumdber of enaployees as resources are less likely to
adopt ebusiness since they are less able to divert employeebusimess

implementation.

However, despite having smaller resources, smaller firms can be as successful as
their larger rivals if theyadopt different strategies, where the use of new technologies

would have an important part (Daniel & Grimshaw, 2002).
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Mo s t SMEOGOs remain attached to older funct
much to the detriment of the long term survival of tlespective industries (Smith

& Fingar 2003) . However, due to thsan fact t
important majority of the business activity or volume in most developed nations, this

fact has brought in much concern with governments andypoiakers (Fuet al,

2001; Riley & Brown, 2001Chong, 2007).

Apparently, according to Nunes & Patterson (2001), there is no clear patterns to
SMEGs usage ofbusineds erelomimerrceet., Many SMEOGsS me
Internet as a resource, but do have a web site.

Interestingly Lynnet al. (1999) found in their study on the adoption and
effectiveness of new media in SMEO6s, that
of these technologies (such as the Internet, intranets and other communication
devices) for contacting their customers than the larger enterprises, despite their

limited resources.

There is an increasing need for individua
which they function, to keep pace witkbasiness in order to competedasurvive in

the increasingly globalized environment of modern business (Chong, 2007). This
rapid change of pace in the business worl
they know they do not always have the funds to competbesame level as lange

organiations in respect of knowledge management (Plessis, 2008). Most ICT or e
business research done on SMEG6s has focus
specific or a few areas of business functions (marketing, sales, communication, data
security,etc.) or how new technological innovations may be utilized in a business

(Parker & Castleman, 2007). ICTs are a must for SMEs to innovate (Retcl)

2008).
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Summarizing on previous research (Hale & Cragg, 1996; Raymiaald 1998Fu et
al., 2001;Riey & Brown, 2001; Grandon & Pearson, 2004; Chong, 2007; Ismail,
2007), the following five factors are those considered more influential to inhibit e

business adoption in the SME sector as a whole:

e Absence of crosfunctional mindset amongst Senior Exeeeis
e Lack of support from senior management

e Lack of clarity on a strategic level

e Lack of information technology expertise

e Poor knowledge of-business

The most likely explanation for the prominence of lack of financial resources and

lack of time as the nsb important factors inhibitngb usi ness adoption i1
the fact that most of the firms are small. Keelgtgal (2000) found that adoption

was being driven by pressure from customers, a belief thasieess would generate

revenue or reduce castaccess to new markets and competitor activity; the cost of e

business developments and concerns about security were also inhibiting factors.

The lack of support from senior managers, considered one of the factor inhibiting e
business adoption intt@ ME 6 s s e ¢t pmmay stem fraretime dactaHhat the

maj ority of the businesses are stildl gui
family oriented in their ownership and governance structures. They have the
mentality offiwhy change the way thisgre when they work¥Chong, 2007).

In their study of ema i | adoption i netd. (1998) b&Ethaathe Si | | i €
e-mail use resulted in efficiency gains and the ability to perform new tasks,
improving the communication within the companieslscAthe study done by Dutta

and Evrard (1999) found that SME&6s were u:
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activities such as improved communication, access to information, marketing and

transactions with customers and suppliers.

Following Nunes & Pterson (2001), perhaps the best way to understand the
dynamics and decisiema ki ng pr o c eists teydo understaddiihy they

use the Internet, rather than focus on ho
suggests that the use of communitiép@ctice need to be seen as the starting or

i ntroductory vehicle for knowledge manage

the future for these organizations taking knowledge management forward.

Parker & Castleman (2007) on the analysis they predergcent SMEe-business
literature which addresses limitations of previous similar studies by analysing current
journal articles from 2003 to 2006, argue that the SMitisiness research
community has now reached a point where they can progress beyoneklthe
established factorand st art to conduct research whi ¢
barriers and exploit the drivers. They suggest, based on the limitations of existing
literature, that a future research direction should be to focus more criticaltheon
supplyside of ebusinessat the responsibility and ability of vendors, consultants,
ISPs and other solution providers to provide each individual, unigue SME with a
compelling business case to adopt abusiness solution which matches their
personaland business goals. Also they refer that unless senior managers (or
employees in an SME) already have a positive attitude towhusieess and know

how, ebusiness solution providers and advocates need to convince SME senior
managers (and promote positiatitudes) that the firm can obtain benefits with the

adoption.

Following the report from OECD (2004) the issues for governments are to foster
appropriate business environments febusiness and ICT uptake by small and
medium enterprises (to diffuse ldband, enhance competition), and target
programmes to overcome market failures to the extent that they are needed in
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particular areas (skill formation, specialised information). Governments have a
range of SME #usiness and Internet use programmes. Kewecommercial
considerations and potential returns are the principal drivers of small business

adoption and profitable use.

2.6 - The concept of Institution

The institutional approach has its origin in sociology (Berger & Luckman, 1967;
Strinchombe,1968) andas referred by Silva & Figueroa (20023s been expaed

on by several researchers (DiMaggio & Powell339DiMaggio, 1988; Meyer &
Rowan, 197; Powell & DiMaggio, 1991; Scotf001).

Institution is a ruldike, social fact of an organized path of actions (Zucker, 1987).
Institutional theorists hold that regulated organizational behaviours are products of
the ideas, values and beliefs that originate in the context of institutional
environments, and to which organizations conform (Cheng &2008). The term
6institutiondé has multiple meanings in
2007). According toScott (2001)there is no single anthiversally agreed definition

of an i nstitutiond 1in thelis fregquentyt usedi on al
synonymously with organization in reference to a specific church, school, college,
hospital, mission or corporation, especially to confer prestige or status on a particular
organi zation (Barbour & Lammer sponsar@ 06) .
social structures that have attained a high degree of resilience. They are composed of
culturalcognitive, normative, and regulative elements that, together with associated
activities and resources, provide stability and meaning to social lititulions are
transmitted by various types of carriers, including symbolic systems, relational

systems, routines and artefactso.

S

-
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A given level of aggregation has been said to be the institutional level. Powell &
DiMaggio (1991) shed light onthe meaniog 6i nsti tuti onsd by of
ofthe(nee) i nsti tuti onal field: AThe new insti:t
sociology comprises a rejection of ratioa@kor models, an interest in institutions as
independent variables, a turn towsucbgnitive and cultural explanations, and an

interest in properties of supnadividual units of analysis that cannot be reduced to
aggregations or direct conseque.nAfters of i
some time, the institution (and the reggtpattern behaviour) becomes sedimented

and taken fogranted. Then, it might be difficult for the actors even to realize that

their behaviour is in fact partly controlled by an institution.

Following Barbour & Lammers (2Q0, the traditional professi@n such as medicine,
|l aw and clergy, are sometimes referred to
also been used to describe specific customs and practicestlfe.gnstitution of

marriage) as well as rules and laws (e.g., the institution mfreai justice).

When persons become institutionalized such as patients or soldiers, they are thought
to be under some compulsory rule. It suggests that certain persons, organizations,

beliefs, ways of thinking, behaviours, or rules have an endurindivedl character

(Barbour & Lammers, 200 . Weber (1968) defined an in
organi zation or associationo, i n contrast
mi ght join or | eave at wi Othedoreseagadrsshaveg e mp h

emphasized beliefs, norms, rules or behaviours as the basis of institutions. In 1950,
Commons vi ewed i nstitutions as Awor ki ng

i ndividuals by the collective action of al

Giddens (184) defined institut ons as At hose practicees whic
space extensiono; he also referred to 1in
features of soci al | i ¥)eeberred thdlaa WR.dSuott & L am
(2001) illustrates, normative and cognitimechanisms are also at play. Hence, a
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mi xture of HAcoerciveo (regulated), Ami met |
act to socially construct an organizatidto(vell & DiMaggio, 1991). Kanter (28)

shows that institutional factors, be they formak-based organs of the institution or

less normative and cognitive social mechanisms, operate througtbassd

activities to compel or bind actors to adopt particular behaviours, by operating on

their intentional states or purposeful activities. Bru(k990) argues that while

beliefs guide social action, being compelled to act in a particular way can also help

shape and influence belief; thus as with belief and action, the relationships between
speech acts and the commitments of social actors apeaeal (Winograd & Flores,

1986; Butler, 2003).

Abbott (1988) based a theory of professions on formalized knowledge and
acknowl edged t hat professionalism is At h
institutionalized 1in i nd®tevar(1927) describedi et i e s
how established and enduring beliefs were associated with how ends should be
reached and that these beliefs have consequences for how work was accomplished

even if the beliefs could not be tested. DiMaggio & Powell (1983) arguedasha
organizational leaders, managers and employees adopt and follow institutional rules,

their organizations become more similar to each other. For @38 institutions

are seen as composed of rlike beliefs, behaviours, or practices; they tenté¢o

fixed, enduring, formal and independent of organizations, and they act as real but

unseen constrains on organizing.

Gar f i nk e todcspt f 4c€obnis)refers to the narratives individuals create to
explain and give meaning to their dyday behaiours and experiences. Lindlof &
Taylor (2002), in their explanation of institutions, traced the influence of
ethnomethodology in three traditions of communication research: conversation
analysisi the order in which speaking can occur; rules theoriegtempt to

undercover the cognitive rules underlying every day interaction; and studies of talk at
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work i demonstrate how talk serves as the principal meawsigh which actors

conduct goabriented activities.

Foucault (1972) adds an important elementotw understanding of institutions.

They function to control people. Through this concept, Foucault addresses the power

that institutions have in the contemporary era. Lammers & Barbour (2006) refer that
Eisenberget al (1985), differentiated an ingtiional network tie as one that
proceeds dAwithout the involvement of spec
(p.237) as opposed to representative or personal links, which require the active
participation of two organizational members. Finet (20@&ntified institutional
rhetoric as fAexternally directed corporat e
entities. Her work recognizes a larger framework within which organizing occurs.

Taylor (1995) highlighted the relationship between ingsthal and organizational

structures and the independent influences of institutions on organizational
communicationMcPhee & Zaug (2000) describe institutional positioning as a type

of communication flow that links an organization to its external enviesimDeetz

& Mumby (1990) recognize that organizati o
rul es, i deol ogy, and other institutionso

an institutionalized container, coordinat e

Combining the insights of organizational sociology and the concerns of
organizational communication researchers, Lammers & Barbour (2006) offer a
definition of institutions that can integrate these elements. They suggest that
institutions may be undersid in terms of six interrelated aspects. First, they view
institutions as consisting of observable routines or behaviours that are roughly
consistent across a variety of social settings. Second, institutions are also manifested
in beliefs, in that they ecabedescribed as cognitive and emotional elements in the
decisions and choices that individuals make. Third, institutions involve individuals as
actors and carriers of the aforementioned beliefs. Fourth, institutions are

characterized by low rates of clgel institutions endure. Fifth, institutions relevant
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to organizational communication are often formalized, that is, written and archived.
Sixth, institutions relevant to organizational communication reflect a rational
purpose.Institutions are compesl of rules for conduct. Lammers & Barb@2006)
argue that institutions guide individuals via knowledge stored and followed. In sum,
for analytical purposes, they view institutions as constellations of established
practices guided by formalized, ratibndeliefs that transcend particular

organizations and situations.

2.7 - The Portuguese pharmaceutical industry

Overall view on the pharmaceutical business system

The value chain of the pharmaceutical industry is long and complex.

The objective of he pharmaceutical #titution is to produce medicines. Its
traditional sources are biology and inorganic chemistry. Biotechnology came out in
the seventies as an alternative to those sources whose saturation was causing
problems to the pharmaceutical avation (Costa,1998).The pharmaceutical
institution is one of the industries that hawveorldwide a greater investment in
Research & Development (R&D) (Costa,1998anget al, 2001) Pharmaceutical
innovation is the typical example of a highk activity.

Also in terms of Europe, as E&later (1997) taites, the pharmaceutical industry in

the European Community (EC) is one of the most important industries. Not only do

its products save |ives but they ivd so i mp
daily. As a polar extreme, if the EC lost all its pharmaceutical industry, the millions

of sick people in the EC would still need pharmaceuticals. Hence the need to
consider the pharmaceutical industry as providing more than just pharmaceutical
products to the weltbeing of the EC.



Page43

Research and Development (R&D) is the intellectual source of the industry and of
new products. The traditional product development cycle begins with the search for,
and discovery of, a new compound. This process typitalles one year to find one
pharmacologically viable new chemical entity (NCE). A NCE then moves into pre
clinical testing for about 2 years and generally one in 20 NCEs survive this stage.
Approval is then thought from the appropriate regulatory aughbfior example, the

Food and Drug Administration (FDA) in the United Statet® proceed to clinical
trials (Harvard Business School, 1995; Heracleous & Murray, 2001).

Clinical testing involves three phases of testing on human subjects. Phase h&akes o
year for safety assessment. Phase Il, two years on assessing effectiveness, dosage
and side effects and finally, Phase Ill, 3 years to assess safety itetangise in

large samples of patients. For every five new drugs entering Phase |, 1.69ytypical
completed Phase Il successfully. On successful completion of the clinical trials, a
new drug application is filed. It is then reviewed by a regulatory authority, which
may take a further year and a half to complete the review. One in every 5000
compainds at the discovery stage typically survive to become a new approved drug.
Over two thirds of the total R&D cost of a successful new drug was spent on clinical

trials (Harvard Business School, 1995)

The protection ofPatens lasts 1720 years from fihg of a new chemical entity

(NCE) and provides a monopoly on an approved drug for about 10 years. |ari994

alteration was introduced to the legislation arelv patents were extended to 20

years from thd=-DA application date.However, anewapproach knenasé r at i on all
drug desi ¢hatproductsicdleiwead t sbh ol t bawer wer e t her a
similar to a novel drug but different enough chemically not to infringe patie s

produced very quickly. As a result, new drugs often enjoyed ne than a year or

less of market monopoly before being attacked by a competitive entry (Harvard
Business School, 1998)
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The main raw materials of the pharmaceutical industry are dbecalledo act i v e

i ngredientsod for drugs adudtry.cMarketingfsalesm t he
and promotion are major expense items, accounting for as much as 30 percent of
manufacturersd <cost. Seventy five percen:
sophisticated sale®rce calling on medical doctor€Costa, 1998; Hracleous &

Murray, 2001)

The dstribution of the productds donethroughseveral type®f channels retalil
pharmacies, hospital pharmacies, mail order, health management organizations /
managed care organizations and new Internet pharmacies. The systém is
driven by the illness of individuals and the efforts of their physicians to treat or to
prevent the occurrence of these illnesses by prescribing suitable drug treatment
(Harvard Business School, 1998n most countries, the economics of treglitional

value chain are deeply influenced by the method of payment. Many patients do not
pay directly, as the cost of the drugs they use is paid by a national public health
system, by a health insurance scheme to which they subscribe or by a corporate
health schemgCosta, 1998; Heracleous & Murray, 2001n such circumstances,

the patient does not worry unduly about the cost of treatment and the physician is
concerned with effectiveness. Howewdug tothe steady riseof the drug treatment

cost there has been an increasiffigction between the ultimate payers and the
pharmaceutical industry. Governments and managed care organizations, made drug
prices a focus of contentious negotiation and the exercise of accumulating buying
power. Thisrisingin the costs ofthe new drugs has been largely driven by the legal
requirements for testing and approval which governments dedands & Politt,

1999) and also by the existence of active and specific marketing and promotion
techniques, addressed to doctansl not to the final consumer

In 198Q changes were introduced to the US legislation to accelerate the approval
process for generic drugs. Generic manufacturers had to prove that their products
were chemically and biologically equivalent to the origipatented drug but they
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did not need to repeat the clinical trials. As a result, a generic alternative could be
launched asoon as a patent expiredlhe European governments and regulators

were attentive to the@mpact of all these changes in the USAIn Europe,

governments traditionally c¥ymmuc h of a nationds health ca
health provision, funded through the tax system. As the nineties progressed they

placed more pressure on prices, became more discriminating in relation to what

could be reimbursed and encouraged generic substit(tiarvard Business School,

1998; Heracleous & Murray, 20Q1)

According to the Directive of the European Community (EC) (CES/96) on the Free
Circulation of medicines in the European Community, the aliity of innovating

and efficient medicines is an important fact for the better quality of life and must

justify a particular attention on behalf of the EC to consolidate a competitive and
innovating European pharmaceutical industry. Also, appearirgkay aim of the

ECO6s Enterprise Directorate General, and
Interpharmaceutical Group of the European Parliament (1999), is the encouragement

of the European pharmaceutical enterprises to fully use the opportunitiesl drgate
globalization, and promoting their legitimate interests in the global market; databases

and electronic communication facilities should be created as necessary to promote

the rational use of medicines.

Starting in the ninetiesniresponse to the ahging pressure of theharmaceutical
industry, companies positioned and repositioned themselves in a variety of ways.
Some bet on mergers and acquisitions (Aitken & Holt, 2088ne bet on new

science emerging from genetics, molecular biology and biosirgm

Following Heracleous & Murray (2001)pmpanies began to outsource traditionally
integrated activities including research, clinical trials and manufacturinghewd
specialist companiesame in the market to provide these servidesaching forwad

to the patient, companies began to advertise directly to the consumer to generate
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primary demand and preferences. Traditional research based companies began to
producegenerics themselves rather than leave this sector of demand to the non

ethical pharmaeutical firms.

While substantial social value is often attributed to pharmaceutical innovation, there
has been only a small number of actual evaluations of the welfare gains stemming
from the introduction and diffusion of new drugs (Ellickson, Stern Emagtenberg,
1999).

As Jones & Politt (1999) refer in their work, integrity in the pharmaceutical
institution does not so much consist of the soft issues, more prevalent in less
regulated industries, but of complex competition and government relagguesifor

which there is much scope to come up against US and other laws. The legal context,
particularly in the US, is pervasive and companies seeking to act with integrity have
to face questions of what constitutes legally acceptable behaviour in specifi

circumstances

Characteristics dthe Portuguese business environment

I n t he aut hor 6s experience, as a Portug
environment is characterized mainly by the importance given to family ties (Saraiva,
1982; Carvalho, 189). Managers and other employees develop their careers within
the enterprises, where they develop new ties and cultivate old ones. These
affiliations contribute largely to the success in their careers. Many business deals are
made with the help of familyonnections, social affiliations or influential friends.
Friendly relations start in school or universities and common friends are good links
to establish business relationships. Those with graduate studies done abroad and
many personal and family contactusually remain for many years in the local
subsidiaries of foreign companies, and reach high positiathin the organizations
(Silvaet d,1993;Silva,1991)
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Medical doctors are highly regarded by the population, being one of the most if not
the mostespected profession. They make a class apart, and are used to being treated
with much respect by patients, pharmaceutical companies and also the government
entities (Rodrigues,1998; Pereifa Seabral993). Portugal is a small country,
people have a fendly and tolerant attitude, and tend to know one another
(Rodrigues,1998; Saraiva, 1982;Carvalho,19&X)mpanies have to cultivate ties

with influential people within the government and public departments who can
inform them of future events and oftenigtonly through personal ties that they are

able to gain access to financial assistance in the form of large loans and information

on competitors, frequent changes in public policies,(8imdes,199).

Characteristics ofhie Portuguese pharmaceuticabmpanies

The Pharmaceutical industry is in certain aspectssidered in Portuga very
peculiar indugy (Mateus, 1993; Costa, 1998)edicines satisfy a fundamental need
caused by economical, social and demographic conditions, which vary from place to
place, and the way of treatment from patient to pati€hé final consumeri the
patienti is a limited consumer, both in the choice of the product (this is in fact
prescribed by the doctor) and in the financing of the expense (one part of the
medicinescost is paid by the Government, through the social servicsgrance
companies or othergthe high priority given to health, as a basic need to be satisfied,

whether individually or socially

The pharmaceutical industry is based on a competitivenggorted essentiallgy

the different products characteristics, and led by innovation and differentiation, what
makes marketing costs very high. is dominated by a small number of large
multinationals that operate through the world in order to make th&t wf the
investment with the products innovation. These companiesisb with afew small

Portuguese compani@sanufacturingoroducts to be sold owthe-counter O T C)0 s
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as well as products with overdue patent or acting as &aubact producer of a
multinational company (Mateus, 1993; Costa, 1998).

The stakeholders of this market are (Mateus, 1993; Felicio,1997; Costa,1998):

(1)The pharmaceutical companiesing mostlysubsidiaries omultinational groups.

The culture of a local multinational atmaceutical subsidiary is influenced by two
main factors (Mateus, 199B)eadquarters policiesnterfering in all finance or
production systems, and subject to regular audits by international aladitbiccal
decisionstaken at the discretion of the ldcemanaging team and relating to
marketing, human resources, regulatory affairs, registration, selling, promotion, the

way to deal with medical doctors, health system, government and legal. affairs

(2)The wholesalers that buy from the pharmaceutical compaand supply the

pharmacies.

(3)The pharmacies that sell to the patsent

(4)The patients that are the final consumers of the pharmaceutical products. Always
considered as a passive agent of the system, the final consumer or pstient,
dependentfth e me d i c @rescrigtorgethical pyosluct$ by ethical products

it is meant the medicines that need a prescription from a medical }Jd€osta,
1998).

(5)The doctors: prescribers of the ethical products. According to Stern and
Trajtenberg (19 7 ) a physicianods prescribing
discriminatory power in terms of which drugs to prescribe, rely upon two

knowledgerelated assets: diagnostic skills and information about drugs

e X
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(6)The insurance companies and other private estitr cooperatives, participating

in the cost of medicines.

(7)The Government whose importance is fundamental, considering that this sector is

heavily ruled by politics and legislation.

The pharmaceutical industry is subject to a heavy global regulatwering all the

phases of itgproductslife cycle. From innovation (patents legislation and early
authoriation to sell), poduction (licensing and regular auditinginarketing

(dominant weight of the ethical and hospital products, restrictions to pwblic

labdling and documentation),idst r i buti on (contr ol of the
margins) pricing (pricing control, comparticipath schem), international

commerce all these life cycles of the pharmaceutical commerce are subject to
complex rles with government intervention, facing a specific situation characterized

by permanent negotiation with the official entities.

To face the new challenges of a global European marketoasicdhy competitiven

the future, the pharmaceutical industryHartugal will need to be fully restructured
adopting modern methods of management amagusew processes of information
technology. The EC (COM998588), strongly recommends that the industry use
technological facilities like electronibusinessas a mans to save in the costs

incurred with all the expenses related to medicines.

The Pharmaceutical industry comprises in Portugal aroundeggfiereccompanies,

75% of which have less then 100 workers.

According to A. Mateus (1993), Costa (1998) amdidio et al. (1997), we are in
fact dealing with an industry with good financial health, productivity and qualified
human resources above the national average, with a high level of information

technology and with an ethical and environraéattitude.
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2.8 - A conceptual framework to studye-business adoptionn the PPhl

The adoption of dusiness is a complex issue forcampanysince it involves
business process changes and significant financial investments in such areas as
computing and networking infsructure and human resources managerfwang

& Cheung, 2004)

The framework presented in figure 2.i% an adaptation of the framewopkoposed
by Wang and Cheung (2004), developed with the aim of understanding the key
factors that affect-business agption

Environmental factors

e [Institutional pressure
e Competitive pressure

Organizational factors

e-Business adoption by
PPhi
asMNCs subsidiaries

Resources aviaibility

ICT competences

Organizational structure

Power relationships / user attitudg
Customer orientation

Perceived advantage ofbeisiness

Managerial factors

e Management perspectives  ar
attitudes

Fig. 2.1. Framework of e-business adoption by PPhl
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This research analyses the issues influencing the adoptiofudirgess within the
Portuguesesubsidiaries of th@harmaceutical ingstry. In this chapter the initial
framework for analysis was used to structureftlewing factors found in previous
empirical research and in the review of relevant literature on pharmaceuticals,
subsidiaries, small and medium enterprises, institstimd ebusinesswhich will

serve as a guide to the fieldwork:

Environmental Factors

Connected with the external environment of the companies, type of
environmental pressurean drive firms to adopt innovations: Institutional pressure

and competive pressuréWang & Cheung, 2004):

Institutional pressurarisngf r om t he pursuit of AIBR.gi ti mac

Institutional pressure can come from powerful outside entities such as governmental
bodies, trade associations, consulting comgmsm business media and other
stakeholder groupsud ascustomers andupplier(Abrahamson, 1991).

Competitive pressurecan bedefinad as the pressure that arises from the threat of

losing competitiveadvantage (Abrahamson, 1199 Previous researchhows that
companiegend to adopt innovations under increasing competitive pressure in order
to reduce the risk of falling behindarketaverage pgormance \Wang & Cheung,
20049.

Organizational Factors
In relation to the internal environment of the quanies, the factonsroposedat the

organizationalevel that will be studied are:

Resourcs availability- Small enterprises, compared with larger ones, tend to have a

simpler organizational structure with less specialized tasks, and weaker human,

finandal and material resources (Caldeira & Ward, 2002), and so more limited
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computer systems. However, subsidiaries of MNCs, although SMEs in size,
apparentlydo not suffer the casflow problems, having a stronger financial position,
due to their parent prettion,but still theyface the problems of the weakness of the
other resourcegCosta, 1998).

ICT competences

The literature referthat the concept of ICT competences is related to several factors
associated with ICT success: top management computeddahge, users computer

knowl edge, companyods | CT internlalhe expert.i
context of ebusiness, it is important to examine the strength of the ICT resources of

the company, including both technologid#the ICT infrastructure estent in the

company and human componenfiCT related knowledge and skills owned by the

people working in the company (Wang & Cheung, 2D0&}yair et al. in 1989

noticed that the majority of US owners/managers of small businesses had no formal

ICT educdion or training. The low managerial and technical expertise causes a low

evaluation of the potential of ICT for the business (Raymond, 1989)

Organizational structure

A companyods overall strategic orientatio
explaning its ebusiness adoption behaviour (Wang & Cheung, 2004). Strategic
orientation is related to the ways an organization maintains a business culture that
effectively and efficiently creates superior customer value (Narver & Slater, 1990).

The literaturerefers to some examples on the association between ICT success and
organkational structure. 1Ball, medium and large enterprises have different

computer needsRaymon(1989) mentions that in a small organizatitre success

of ICT is positively relatedo the hierarchical level of the ICT departméfallowing

Caldeira & Ward (2002),he influence of the person responsible for ICT on the
management team of the company appears also to be an important point for the ICT

success
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Power relationships and ersattitudes

The social sciences consider power as a capability for action that is behind social
relations and, in this sense, power is not a property of a person but is inherent to a
relationship between two social actors. It can be perceived as a iprasshanism

of contr ol and influence overTheoeénkralr sé be
manager 6s power over other members of the
legitimate authority and knowledge of the organization (Daily & Johnson, 1997).

Concerninghe user resistance to use ICT.

Caldeira & Ward (2002) also suggest tlitatnay result from an expected loss of
power as a consequence @Tl adoption in the organization or due to lack of
qualifications to use the computer systelbue to thefact that mostsmall and
medium enterprisebave one or two ICT professionals, the development of ICT
makes the company dependent on the ICT experts, which may have a high expert
power due to their relatively high specialized knowledge upon which the cgmpa
depends. This may not occur in larger organizations as they have larger ICT
departments. According to Jonetsal (1995) the importance of the ICT manager in

an organization is positively related to the influence that the ICT exerts on the top

managemet of the company.

Customer orientation

Customer value is acknowledged as a critical success factor for pharmaceutical
companies. The strategy adopted by the pharmaceutical companies as evidenced by

the literature is custom&r i ent ed A f o cying then geedo aof the dent i f
customers and delivering products and ser"
Cheung (2004) referred

Perceivedhdvantag®f e-business

This is an explanatory factor forbeisiness adoption. The major advantages-of e

businessnclude reduced operating costs, and more effective information processing,
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communication, data management, and personnel managefatakota &
Robinson, 2001).

Management factors

Management perspectives and attitudes

In the literaturesubsidiaries of MICs or, as a reference for comparison, some
SMEG®G s c h a,ramecliketyrtd sxplairc ®p management perspectives and
attitudes towards ICT uptake and ugéhen a companghangs from a traditional
mode of operations to-leusiness, it faces many unaenties with respect to
technologies, financing, supplier and customer relations. Early adoptelsisiness

are more likely to be headed by rking top managementn subsidiaries as in
small firms, the personal characteristics of tihye marager is likely to be reflected

in organizational strategie@ang & Cheung, 2004). It is generally accepted by
small business researchers thatbsidiaries, as in small firmsare strongly
characterized by the dominant role of the top manager and influencets/bgrh
personality and ambitions (Ozcan, 1995; Caldeira & Ward, 2002). Values and
attitudes of the senior managemensubsidiaries, as small companiesay play a

critical role in the adoptionf e business (Caldeira & Dhillon, 199
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CHAPTER 317 METHODOLOGY

3.1 - Introduction

This chapter presents a philosophical approach, the research strategy adopted, and

the research design. In order to answer the research questions as defined in chapter 1,

a decision on thapproach to the whole researbhd to be made. An extensive
consideration o fundamental and theoretical perspectivelsoth quantitative and

qualitative - was undertaken and only those aspects of direct relevance to this
researchwere reported within this thesis. The identification @fphilosophical
perspective exposes the researcher 6s ass.!
under investigation (ontology) and her point of view the ways in whichit is

possible to acquire knowledge (epistemology). A direct relation betweerhtsen

philosophical approach and the aéion of the research strategyists. As Gba &

Lincoln (199%) say Athe selection of a method i
phil osophi cal paradi gmo. T ldentified @ the p t of

reseat her 6s view of the world that guides an

There @ae two main schools of researcQuantitative and QualitativeThe main
difference between both methodologies is that quantitative research wankiewi
variables and many casesile qualitative research deals with few cases and many
variables (Creswell, 1998).

A quantitative method is strongly associated with thec ol | e d Aposi ti\
perspective of the worldQuantity is the key concept in Quantitative data, and

numbers areused to express quantity. Quantitative data is numentcaives

information about the worlth the form of numbers from either countjrsgaling, or

both. Measurement turns data into numbers, in order to make comparisons. Counting

and scaling are padf measurement and are variables which are measured (Punch,

1998). Quantitative research is used extensively in the mdaithl for examplein
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measuring the success rate of a new drug compared to its effectiveness or side
effects. The use of large aonmds of specific data allowthe researcheéo undertake

a statistical approach which will enable the researcher to interpret the significance of
the data. Quantitative methods focus on facts (hard data) rather than judgements

(values).

Qualitative datas commonly associated with certain schools connected with what is
known as the interpretivist sociological tradition, particularly phenomenology,
ethnomethodology for organizing the world (Silverman, 89@nd symbolic
interactionism. A working definitiofor qual i t ati ve research
phil osophi cal position which is broadly
with how the social world is interpreted, understood, experienced or produced
(Mason,2002. Qualitative research enabld® research to researpleople in their

natural settings.

Each research strategy may have its own specific advantages and disadvantages,
depending orthe type of research question, the control that the researcher has over
the research object, and the fscon contemporary or historical phenomena (Yin,
1994). This research uses an interpretive approach and the adopted research strategy

is based on the use of case studies.

3.2 - Philosophical approaches

A basic overview of the main philosophical perspexgivs important in order to

understand the e s e a mssumetion® and justify the selected research strategy

An extensive consideratiomdundamental and theoretical perspectives on research,
was made first both qualitative and quantitative approasheere considered
(Cresswell, 1998; Silverman, 1993)ositivism interpretivismand critical realism

are the dominant philosophical perspectives in the history of social sc{éhages,

(@}
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1991). These perspectives are also frequently adopted in IS cas@afalsham,

1993) Despite the proliferation of interrelated philosophies in social enquiry, it may
be suggested that positivism and interpretivism are located in opposite corners and
are essdral to understand other ontological and epistemologicainggCaldeira &

Ward, 2003.

3.2.1. - Positivism

The positivist perspective holds that teecial world exists externallgnd that its
properties should be measured through objective methods, rather than through
sensation, reflection or intuitiorEéterbySmith et al., 2002). It is founded on the
assumption that the facts and values are distinct, and that scientific knowledge
consists only of facts in an objective and real world. The positivist approach is also
hypotheticedeductive, which is a wagf hypothesizing laws and deducting what
observationsvill demonstrate truth or falsity Furthemore it uses operations such

as creating statistical daia order to enable facts to be measured quantitatively, and
by reduction to the simplest elemefas analysis. In order to enable generalization

of the results, it is also seen as necessary to sample a sufficiently sized group and to
undertake a cross sectional analysis to make comparisons of variations across the
samples (EasterbB$mith, 2002).

Postivism has a long tradition in the history of natural scienéesording to logical

positivism, systems of logic and mathematics are essentially true by virtue of their

logical forms and can be derived from axioms, while any other claim to knowledge is

seen as synthetic and can be counterfactually shown to be(@Giddens, 1976).

Natural and social science research is strongly influenced by logical positivism.

Logi cal positivism Ais commonly considere
contemporary dence. Although it has evolved over the past sixty years, it is still

firmly rooted in the positivist campo (Hir
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According to Hirscheim (1992) positivism is based on five points:

e The unity of the scientific methotl the accepted approadbr knowledge
acquisition is valid for any form of inquiry and any research domain;

e The aim to find regularities and causal relationships among the elements of
the study;

e Only experience is assumed to provide valid data;

e Science and its processes areetalas valudree. Science transcends all
cultural and social beliefs held by the scientist;

e Logic and more generally, mathematics provide the foundations of seiance

universal language and a formal basis for quantitative analysis.

Syntheizing positiism, it assumes that the social world really exists and that it can
be measured through objective methods; not like interpretivism where the social
world would be subjectively appreciated through reflection and intuition. Positivism
seeks to explain andrgdict what happens in the social world by looking for

regularities and causal relationships between its elements (Burrel & Morgan, 1979).

FollowingHi r schei més work (1992), it can be ac
research issuited therefore for reearch where the variables are subject to

reductionism and measurement, as follows:

e |t claims to be always objective

e The observer is required to detacked from the observed
e The results are universally genezable

e There is a distinct and observable smand effect

e There are no values placed on the information beyond the observable results

If correctly appliedjt is a common belief that experimentation and observation, can

eradicate the influence afocial and cultural values arsb develop an imagef o
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reality independent from the observer. The objective of social enquiry is the
identification of causal explanations and fundamental laws that explain regularities in

soci al behaviour. Wi thin the positivist t
of hypothesizing fundamentalWas and then deducting what kirad observatios

will demonstrate the truth or al si ty of t hes eSnlithygi alt heseso
2002)

Positivist social science research involves independence, enabling a choice of what

to study based on objective criteria. EasteByith et al 2002 however reject this

and claim that i t he t astle to fathdr faes asdo c i a |
measure how often certain patterns occur, but to appreciate the different
constructionsand meanings that people place upon their experigboe. should

therefore try to understand and explain why people Qéferent experiences, rather

than search for external causesbndn d ament al | aws t o expl ain

For the positivist,science embodies a set of universal statementsrewthuth or

falsity can be analysed and evaluated by systematic observation and experience.
Moreover, science is seen as an attempt to predict and explain the external world by
identifying regularitieshrough observation and rejecting any scientific concepts that

go beyond the domain of the observable

As the characteristics of quantitative work are numbers, statistics and the use of
equations, a positivist approach is often taken during quantitatiseaneh.
According to positivism, each piece of inforneet must be reducible to a code
number ofthe standardied text that can then be measured and categadiCeuite,
1957).

Positivism explains human behaviour in terms of cause and effect. The research

must be independent from the research subject and the investigation is supposed to
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produce a set of true and precise lawmshaman behaviour At he pur pose ¢
scientific inquiry isto rationalie r eal i tyo (Hirscheim ,1992).

In this study,n orderto enable perceptions to be revealed without the constraints of
structure a level of trust and openness that enabled the participant to discuss the
issues freely, had to be developed: trust and openness in the interviewer/interviewee
relationship meant thathe maintenance of neutrality and separation would be

impossible.

A positivist approach is not appropriate for a study seeking individual perceptions
and which intended to discover feelings and nuances regarding the issues requiring

considerable flexility in data collection and analysis.

Whilst positivist approaches are scientifically rigorous, there are concerns that

human social behaviour may not be sufficiently regular and predictable to be
amenable to positivist veseabBchp.osi tSiiam | &
appreciate the fundamental experience of life in favour of physical and mental
regularitiesdéd (Galliers, 1992). I n this c;
consider the richness of the context in which the reseapaded may be unable to

provide the flexibility of approach and practicequired. This is particularly

problematic where individuals are concerned and where conclusions may not be
reducible to quantifiable data points. Failures of quantitative techsigunel

statistical analysis does however raise questions of interest to qualitative researchers

who could further investigate the reasons for this result througlepth study of

individuals or cases.

It was clear that a positivist approach was unsuitédléhe type of questions being
asked. Consideration of qualitative tools was the next decision to be siacke

quantitative enquiryrad beemejected for this study



Page6l

The qualitative approach to research is concerned with an interpretation of meaning
0to determine what an experience means f or

and are able to provide a comMpIBehensi ve de

3.2.2. - Interpretivism

Interpretivism has its roots in hermeneutics and phenomenolbigymeneutics is
basically concerned with interpreting and giving meaning to texts. Boland (1985)
argues that the use, design and study of Information Systems can be seen and
understood as an hermeneutic process, since the output of an IS is a texistHae
interpreted by people other than the author. Phenomenology focuses on the ways in
which people think and interpret the world around them and views reality as relative
and subjective. The world is socially constructed and the observer is parawoiswh

observed.

Hermeneuticsis$ he &6 s ci e n c e;the $tudy of human fpeingst irasbdiety n

(phil os) 6 ( Chamb éermenedticchias beem asedyas a ghibbSophy .

of analytical interpretation since the™@entury. It was originally eveloped and

validated by its use in the translation and interpretation of biblical texts. The idea

was that the translator/interpreter would attempt to subniengeelfinto the psyche

of the original authors. This approach enabled an interpretatiarimatde within the
context of the authoroés experiences and i
the author of a text, to understand him b
2000).

This approach stresses the discovery of the objective meahimigat is being said,
by interpretation and intuitive reflection on the whole, its context, dialogue, tones

and inflections.



Page62

Interpretive methods of research assume that our knowledge of reality is a social
construction by human actors and researchend, thus subjective. Interpretive

ontol ogy, in contrast to the assumption
objective reality which can be discovered
(Walsham, 1995)

According to Van Maa qualitative reethod asl an arayl & 8 2 ) A
interpretative techniques which seek to describe, decode, translate and otherwise
come to terms with the meaning of what is observed, not the frequency of

occurrencesao.

From an interpretivist point of view, there argrsficant differences between the
research object of the natural and the social sciences. Investigating natural
phenomena requires the researcher to invent concepts and theories in order to
describe and explain nature. By using those theories, the fesedarides about

what is appropriate to the problem under investigation. A number of researchers in
the IS field have already demonstrated that interpretive case studies, if carried out
and written up carefully, can make a valuable contribution to botthd8ry and
practice (Walsham, 1995). The study of social phenomena requires an understanding
of the social world that people produce and reproduce through their continuing
activities. As Blaikie points out in his work (1993), since people are constantly
interpreting their world (social situations and behaviour), they develop meanings for
their activities and ideas for making sense of those activities. Interpretive approaches
adopt the philosophical position that knowledge is a social construction and that
theories concerning reality provide ways of viewing and understanding the world
rather than discoveries about the world representing absolute truth. From this
viewpoint, there are no correct or incorrect theories but more and less interesting
ways to seehe world (Walsham, 1993). Blaiki{@993)synthesies the underlying

pur pose of an i nterpretive approach t o

interpretive social science is to discover why people do what they do by uncovering
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the largely tacit, mutuaknowledge, the symbolic meanings, intentions and rules,
which provide the orientations for their e

3.2.3 - Ciritical realism

Realism is a relatively recephilosophical perspectivthat emergedvith its own

ontology and epistemology. A alestic approach to social enquiry is essentially

described in the work of philosophers like Keat and Urry(1975), Harré(1986) and
Bhaskar (1978, 1986, 1989a and 1989b) . B
reali smdé emerged by | i nknmnce@andcendal rgakksm)e r a | p
with his philosophy of the human sciences (critical naturalism). Bhaskar (1978)
clarifies the ontology of realism by sayir
our descriptions, but we can only know them under particédas @ r i pt i ons 0. Sc
is seen as a systematic attempt to express in thought the structures and ways of acting

of things that exist independently of thought (Bhaskar, 1978). According to realism,

the ultimate objects of scientific inquiry exist and actjpendently of scientists and

their activity and science is essentially concernéetherthat kind of things exist

and how they behave

Bhaskar (1978) identifies three domains of reality to classify experiences, events and
mechanisms: the empirical, thetaal and tk real. The empirical is made @b
experience, of events that can be observed. The actual is composed of events,
whether or not they are observed. The domain of the real consists of structures and
mechanisms which produce these events. hesé domains are interdependent. The
empirical is a subset of the actual, which is itself a subset of the real. Consequently,
realism is grounded in the assumption that the conceptual and the empirical do not
exhaust the real. Bhaskar (1989a) carefullgtidguishes between the human
descriptions of reality and the reality that the researcher pretends to describe. Within

this philosophical perspective, experiments can be seen as closed systems
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constructed by humans to test their theories, while causddmssen as tendencies

that may, or may not, react with other tendencies to produce effects (V¥itiaan
May, 1996).

Critical realism, as described by Bhaskar (1989a), aspires to explain the relationship

between human activity and social structures.igg@henomena are perceived as a

result of a multiplicity of structures, which cannot be directly perceived, but may be

inferred and identified through the examination of their effects.

Based on the work of Bhaskar, Outhwaite (1987) presents a summahe of

ontological principles of realism:

The distinction between transitive and intransitive objects of science: between
concepts, models, etc. and the real entitites and relations which make up the
natural and the social world.

A stratification of reality mto the domains of the real, the actual and the
empirical.

The conception of causal relations as tendencies, grounded in the interactions
of generative mechanisms; these interactions may or may not produce events
which in turn may or manot be observed.

The rejection of both empiricism and conventionalism. The practical
expression of this epistemological position is the concept of real definition.
Real definitions are statements about the basic nature of some entitiy or
structure.

The concept of explanatio involves the postulation of explanatory

mechanisms and the attempt to demonstrate their existence.

Unlike positivism, a realist perspective of the social sciences does not assume that

we

can know t he Afiwor |l d out t h elocaed . Thi s

bet ween the positivist assumption that

t h e
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interpretations and the interpretive view that reality is a mental construction. Realists
defend that the fAworl d out t hperceieitsexi st s,
essence, so the aim of realist research is a search for generative mechanism instead of

predictive theories.

3.3 - Research Strateqy

3.3.1 - Selecting a research strategy

A research strategy must be selected according to the olfjestudy, research
objectives and researcherdés philosophical
though, is not just in choosing the right research strategy, but in asking the right
questions and picking the most powerful method(s) for answering tbstionus

given the objectives, research setting an
1992).

The evolution of this relatively neweaof knowledge (ICT), from an early focus on

the technology to a stronger emphasis on social issues, led to thigashifh more
positivist perspective of research to the
systems researchers are becoming aware of the limitations of the scientific
approaches to their work, given the set@ohnical nature of their chosenlfieof
endeavour o, says (Galliers ,1992).

Several different data collection tools were researched including ethnographic
observation, action research, grounded theory and case study (Stake, 1994; Yin,
1994; Easterbypmith et al2002 Denzin, 1989, 1984; &h Maanen, 1983).

According to Myers 1997) four qualitative research methods in the information
systems field, are distinguished: action research, ethnography, grounded theory and

case study.
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Action research
Action research aims to solve current praatigroblems while expanding scientific

knowledge It is an interactive research process that capitalizes on learnindgpyooth

researchers and subjects within the cont ex

and Myers, 2004). This can be done by twainr ol eslie@t hn observer

(influencing, sharing concepts and interpretations) or participant observation

(member of the field, involved in research or own practice).

Action research will seek an -tepth study of the experiences of a specific
organkation, to solve immediate practical problems while expanding social scientific

knowledge (Baskerville, 2001). This goal extends into two important process

characteristics: nfirst, t her e ar e hi
observation; secn d , the researcher i ntervenes
1999).

|t i s cl ear t hat fiwhen the researcher

studyo ( B as k ®ifferentl dcton resta®cB Spproaches have been
developed fiversenet al , 2004), one of the best

action research cycle consisting of diagnosing, action planning, action taking,

evaluating, and specifying learning (Davison et al, 2004; Susman and Evered, 1978),

emerging the problem solvingycle and a research cycle (McKay and Marshall,

ghly

2001).Regarding the above, we can conclude that action research and a participatory

approach is not adequate to our stadgfor our choice of interviewing as we are

interested in how people behave.

Ethnographic observation

Ethnography is a term used to cover a wide array of very different research
adventures in the social world. As a method it envolves extensive fieldwork of
various types including participant observation, formal and informal intervigwin

document collecting, filming, recording, and so on. It is an approach used to study
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relatively selfcontained societies, as well as groups, organizations and institutions
within a society (Van Maanen, 1982).

Ethnographiaesearch comes from the didaie of social and cultural anthropology
where an ethnographer is required to spend a significant amount of time in the field.
Ethnographers immerse themselves in the lives of the people they study (Lewis,

1985) and seek to place the phenomena studigabinsocial and cultural context.

I n ethnography the researcherods strategy
interaction with the actors in a natural setting means that his or her personal role will

be an integral part of the process of datection itself (Hammersley & Atkinson.

1993; Smith, 1975)In ethnography the roles of interpreting and using data are

merged as one during the progress of field work. Such an observer would gain
access to natural settings but would act as thoughehe wvisible to participants,

engaging in little or no interaction with them, simply noting down events as they

occurred.

The job of the irdepth interviewer is thus not only of data collection but ideas

collection. His or her primary objective is to imtain spontaneity.

The ethnographic research assigns to a researcher the passive role of observing and
recording changes, without the intention to intervene on the change process in social
system (Trauth, 2001).

This method was also abandoned as it m@gonsidered appropriate for this study.
Grounded theory

Significant consideration was given to grounded theory as a complete methodology

for approach, data collection and analysis (McCarthy, 1999; Strauss and Corbin,
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1997, 199; Glaser, 1992, 1978; &ber and Strauss, 1968he researcher attempts

to derive a theory by using multiple stages of data colleetimhthe refinement and
interrelationship of categories offormation (Strauss and Corbin, 1997rounded

theory attemps to generate a theapythe research progresses and as the data are
analysed, resulting in the identification of a theofywo primary characteristics of

this design are the constant comparison of data with emerging categories, and
theoretical sampling of different groups tomaximize the similarities and the

differences of information (Creswell, 199&). this way, at the end of the study one
0should simply code and analyse categori e
which will emerge and generate their complex theorg cbmplexwdd 6 ( Gl aser ,
1992). This is an attempt to discover how people act. Grounded theory is defined by
0Oits insistence, from the start, on gener :
for the data being studiedd (Punch, 1998) .

Grounded thery is intuitive and close to the data, enabling themes to be tested as
patterns emerge (Easter§ynith et al,2002. In many respects this methodology
would have been suitable for this research, however, the fundamental requirement
that the researcher camtally return to the source of data to collect further

information in order to achieve saturation was not achievable for this work.

Case study

Case studies are an appropriate research method when we are trying to attribute
causal relationships and nosjwanting to explore or describe a situation.

The selected research strategy for this study is based on the use of multiple case
studies.

A case study is a method of research that focuses on a group, an individual or a
phenomena, in order to identify ti@s and issues or to answer specific research
guestionsFeagin et al. (1991) refer that there are several factorshve@fend the

use of case study:
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e |t allows the grounding of observations and concepts about social action and
social structures studieig natural settings

¢ Information is collected from a number of sources and over a period of time,
allowing a more holistic study of complex social networks and of the

complexities of social action and social meanings

Case studies have increasingly beeedus the field of Information Systems.

Hamilton & Ives (1992), analysing information systems research published in fifteen
academic journal s, found that Afcase stud
empi ri cal Ceniparedtvétly gudveys, case studipovide a deeper
understanding of the research subject. Yin (1994) argues that a case study is an
Aempirical Il nqguiry that investigalfees a <co
context, especially when the boundaries between the phenomena ontthé aon

not cl earCasevitdedhiteds are used Otlfe expl ai
i nterventions that are too complex for th
1994). The main purpose of a case study is to explain, describe, illustratiore

and evaluate phenomerfsccording to Myers (1997), traditional positivist research,

based on surveys, tends to |l ook at cont exi
need controlling, known as noise in the data, or other controlled variabieh are

experimentally set up in order to seek for

The validity of case study research is not affected by the argument, raised by Pratten

(1991), that managers of organizations with problems tend not to participate in

survey research. Case studies are not supposed to be a statistically valid sample of

the population being investigated; a valid conclusion can be attained with only one

or two cases. However, probably it is easier to get access to organizations that ca

be considered a Asuccessf ul caseo t han
Aunsuccessful 0. This may be due to the f;

managers may not want to transmit a negative image of the organizations.
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Case studies have albeen related to an interpretive approach of social research. In
the field of information systems, research previously done was based on the

interpretive approach of the social sciences (Dhillon, 1995; Walsham, 1993).

Although traditionally, case studiehave not always been accepted as a research

met hod in the | ogical positivist traditio
research is a positivist approach. As th
been to base case study researchimvitine framework of the scientific methddio

develop hypotheses, collect empirical data, and develop conclusions based on the
anal ysis of such datao. Case study resea
although it does not provide the traditiontdtistical generalizatiorthat positivists

usually look for. Instead, case studies, within the positivist school of thought,

provide analyticalgeneralizatios. Refering Yin (1994) agaifcase studi es,
experiments, argeneralisable to theoreticalgmpositions and not to populations or

universes. In this sense, the case study, like the experiment does not represent a
Asampl eo, and the investigatoros goal i s
generalizatiophand not to enumerate frequendisitisticalgeneralizatiojd

Criticisms of the case study approach consider it to be lacking in academic rigor, or

that it gives little basis for scientifigeneralization The reason for this has been

largely due to its interpretive nature. Critickm i ncl ude t hat o6its di
single case renders it incapable of provi
p.3). This can however be overcome in part. Yin (1994) suggests that using four

tests to establish the quality of the empiricabeeg can overcome these criticisms:

1. Construct validityi which identifies multiple sources of evidence, selects
changes and demonstrates the measurements to be used. It also involves a
review of the pilot study and previous reports. This will enaldeadsearcher
to ensure that they are asking the right questions.
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2. Internal validityi ensures that the methods are addressing the question

3. External validity i establishes the domain in igh the results can be

generalied to a theory and asks if the catgdy is representative

4. Reliability i establishes whether the case can be repeated using the method

and ensures that records are reliable and comprehensive

Since interpretive research methods start from the philosophical position that our
knowledge is @&ocial construction, case studies are designed to understand or explain
a specific subject, by capturing the different perspectives and views of the actors
involved in the process or context being analysed. Validating techniques like
triangulation musbe used in a way different from a positivist approach, because
interpretive researchers defend the view that multiple perspectives of the same facts
and events may coexist. Data triangulation is done by analysing the data obtained
from different sources ogvidence (interviews, documents or observations) and

validating if it is consistent in pointing in the same direction (Stake, 1994)

The quality of interpretive research, Walsham (1993) explains, is evaluated by the
criterion of i nt ey anuibdjvidualt author ofya: particulah e use
theoretical approach derives no doubt from his or her personal experience and
insight, the testing of the value of these insigiitsothers can be carried out by

exposing the approach through verbal and writtenodise to enable broader
judgements to be made. Theory can be compared, evaluated and improved by this
form of public testing,; the result i's no
creation of intersubjectively tested theoretical approaches, coedidérvalue to a

broader group than a single individual o



Pager2

According to Yin (1994), how and why questions are more appropriate to the use of
case studies. How questions are usually associated with describing relationships
(previously identified by answeny what questions), while the -salled why
guestions tend to explain the reasons why those relationships exist. As Yin stresses,
case studies are appropriate when the nature of the study is to understand a

previously unresearched subject

Unlike the exgrimenter who deals with variables to determine their significance or
the survey researcher who asks standardized questions of large samples of
individuals, the case study researcher observes the characteristics of an individual
unit. Such observation t® probe deeply and to analyze intensively the phenomena
that constitute the life cycle of the unit with a vigéav establishing generalization
about the wider population to which that unit belons a result, the first criterion

of case study was to mamize what one can learn from the case (Stake, 1994), in
such a way, that the cases studied were likely to lead us to better understandings, to
clarified assertins, and modified generalizatiom terms of thessues influencing

the adoption of dusinesswithin the Portuguessubsidiaries of th@harmaceutical
industry. The researcher made efforts to inte
behaviours towards technology, therefore to speculate out a possible way that led to a

list of principles to be followed as an outcome.

The following reasons made us decide that case studies would be an appropriate

method for this third and final phase of the research:

a) According to Yin (2002, 2003):
0 Case studies use a number of data collection techniques during
investigation (Bryman, 1989; Gable, 1994). This research intended to use
a number of data collection techniques for cross validation of data.
o A case study method is appropriate where the objective is to study

contemporary events, and it is not necessary mtrabbehavioural events
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(Yin, 1994). The aim of this research was to ascertain the behaviour,
attitudes and beliefs of the employees that contribute to organizational
culture without any controlling or influencing role.

o There is a strong emphasis on ttentext in case study research. This
form of research allows the researcher to find out about an organization in
detail (Bryman, 1989) which is essential in this research.

0 A case study method is appropriate if the objective of the research is to
investigde a previously unresearched subject (Yin, 1994). The objective
of this research was to ascertain the organizational culture of a Portuguese
subsidiary of thgogharmaceuticaindustrywhich has not been previously

investigated

The strategy of this resedravill be based on an idepth case study approach. The
research questions are explanatory by nature and the usaleptim case studies,

based on senstructured interviews, seems to be the most appropriate research

method.
Through the use of case stué s i t i's possible Ato ask pe
capture the richness of organi zational b €

complete explanations about the researched phenomena

3.4 - Research design

3.4.1 - Overall strategy

The researclproject is structured into several phases. Figure 4.1 presents the major
phases and their logical sequence, which will be explained in the following
paragraphs.
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The literature review had revealed a gap in explainitbg®ness adoption and use in
subsidiaies of pharmaceutical companies. There is very little research in the area,
some is likely to be owf-date and it does not include Portugal. The lack of research
on Portuguessubsidiaries of thpharmaceutical companies and the-eaistence of
up-to-date secondary sources of data dmusiness adoption and use in Portuguese
subsidiaries of MNCs and SMEs supported the importance of the preliminary
fieldwork: First, an early functional case study in a multinational pharmaceutical
company to establislné nature of the business process and operation which could be
used to identify the potential oflmisiness usage, second, a study using a frame to
qualitatively examine what the PPhl was actually using the Internet for. This
preliminary fieldwork contribted to identifying the potential issues that fitted the

purpose of the research and to develop a framework for data analysis.

A framework, based on the work of Wang & Cheung (20049 wsed to classify and
criticize previous literature and analyse thead&tom the initial fieldwork. The
analysis of the data leads to the argument that, in order to understand the successful
adoption and use of-lusiness in Portuguese pharmaceutical companies, it is
necessary to understand relationships between factassabte internal and external

contexts, of the institution under study.

E-business adoption and use is viewed as a complex process inseparable from its

organizational and external context.

The main fieldwork was based on multiple case studies usingateeoerrces of data
collection. In oder to have a more diversifiedicture of the situation, the
pharmaceutical companies participating in the fieldwork were sought to cover

distinct parent cultures.
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3.4.2 - Case study selection criteria

The way it was intended to analyze the four cases was through describing the process
of overcoming constraints cultural, technical ad political in naturg (Walsham,
2001), addressing a deeper local institution understanding and a pooeassd

view as to what issues are implicated{business adoption.
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Qualitative research enables researching people in their natural settifms.
organizations in this resedr appeared to be suitable as th@ypvided such an
opportunityto enable us to achieve a deeper understanding ohdliee of these

organizations and thiesues influencing the adoption ebasiness.

The choice of the copanies to be investigated was done with four contrasting
organizations of the available group: one company with Anglo/American culture,
also usedor the pilot interviews, and three others with different parent culture: one
Italian, one Swiss and one Dhtémerican, for the irdepth cases. The use of a
totally national company was discarded for economic reasons, as once the main
premises are in the north of Portugal, 400 km away from wherestearcherJes,

it would mean a stay of around two weeksgolving an extra cost for the researcher

which has been doing all this investigation at her own costs without any funding.

Other pharmaceutical companies showed interest in collaborating with this research,
however the researcher thought that their operstessld be used as a backup to the
four chosen companies, as due to the frequent process of mergers and acquisitions
that the pharmaceutical companies go through, if any unexpected situation arose with
any of the chosen companies, then orfettiese backupscould be used as

replacement.

The first formal contacts were established by telephone during the summer of 2005,
with people the researcher had known through previously working with them (in no
case didhe researcher make a formal approach to the toagement of any of the

firms to get approval or support for the research, as in several times had the
researcher seen other researchers do this and have watched Chief Executives set the
scene and limit the enquiry to specific ajedsrmalizing the requst to enter the
companies in two different occasions (Oliver, 2002; Ghauri,51%lverman,

1993;). The first time, to informally talk to the staff of the company and observe the

ambience,and acting as an observasparticipant, maintaining only supgeial
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contacts with the people being studied by asking them occasional questiorder
to better plan and prepare the questions for the interviews, and the second time, to do

the interviews to six people from the company

Upon agreement of the conidits that the research was to be done in the companies,

it was arranged that a written request for access authorization to the premises should
be sent by email, outlining the aims, design and methods of the research, the
justification for doing it, and atsveryprecisely in operational terms the data needed

to be collected and the conditions under which the data was to be collected, as well
as the timing and duration of the study. One of the crucial elements here, was the
guarantee of confidentiality ar@honymity which were given. Also the researcher
provided a brief reference to previous research in the field and to her own

experience, indicating her qualification and status.

It was also arranged that the researcher would submit copies of the inserview

guestions, before the interviews were to be made.

When approval was given to the researcher to approach the premises and the
individuals, with whom a meeting would later be requested for the interviews, an
assurance of the confidentiality of any datataoked was required. This
confidentiality applied to the responses of individuals, none of whom should be
identifiable in any published work or thesis. Likewise, no data from individuals

should be made available to anyone outside the research

What itis meant by access, is not simply physical admission to the setting, but rather
the opportunity to observe, and possibly participate in everyday activities in the
various parts of the setting, and to talk informally, and perhaps more formally, with
participants (Cresswell, 1998; Oliver, 2002) Furthermore, the researcher wanted

this access not for an hour or twotlar weeks. Authorization had been granted
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previously by the four participating companies for the researcher to move around in
the companies ahtalk informally to the staff.

3.4.3 - Data collection method

The data collection relied on a combination of two main qualitative data sources:
participation observation and individual sestiuctured interviews. Other data

sources included obseri@t of the Internet sites and an early functional case study.

Participant observationFor 16 weeks the researcher acted as a participant observer
on a daily bas, observing the work internally and externally of the four
organizations under study. Exsve field notes were taken shorthand during the
session and then rewritten and extended. There was also someupliiter the 16
weeks of the participant observation through new visits, phone conversations and

emails.

Individual interviews: Individual semistructuredinterviews werecarried out at the
premises of thdour companies under study. A group of 6 pepglem each
company, from the ICT, Finance or Distribution, Regulatory Affairs, Medical,
Marketing and Sales teams, was interviewedvds the management team of the
company that decided who could be interviewed depending on the availability, from

these functional areas.

As the time spent in each interview should not be too long, each interview took, on
average, between one hour and H &ad two hoursThe researcher thought it was
important to explain how the particular respondents came to be selected for the
sampleand why it was important that he or she, rather then someone else, took part
(Bynner & Stribley, 198). Also that all theesults would be analyzed and presented
globaly so that no special attention was given to individuals, with the promise that
the final report, or an abstract of the findings of the study, would be made available
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to respondents upon requeBhe intervieve took place, by previous appointment, in

an office, only with the presence of the researcher and the respondergurpose

of the study as a whole has been explained satisfactorily to the respondent, a certain
rapport has been set up between the twdigzato the interview in reasonably

congenial surroundings, such that the respondent was at ease and perfectly willing to

try to answer the questions (Boyd & Westfall, 1970)e researcher tried to develop

i nstant ways of e ngatgandmatentibnhte create and sustaine nt 6 s
6rapportdé at just the right l evel, and to

pleasant, interesting and worthwhile had been accomplished

Coming to the interview in itself, the researcher tried to approankasas possible

to the notion that every respondent has been asked the same questions, with the same
meaning, in the same words, same intonation, same sequence in the same setting and
so on.Although it is very helpful for the exploratory interviews te fecorded on

tape, so that in this way they can be analyzed in detail afterwards, for there is much
that will have escaped the busy interviewer ingtress of the actual interviealso

the tapes can be examined by more than one person, the res#daoagat that the
respondents would not feel at ease knowing that their answers were being recorded.
As the researcher is a keen shorthand writer it was not difficult to take down what it

was said verbatim.

The researcher acting as a depth intervieveedh t o o6l i sten with th
better, using also her long experience in the industry, she had not ondiywiesr

was being said but also what was being omitted: picking up gaps and hesitations and
exploring what lied behind them: and create anoaphere which was sufficiently

permissive for the respondent to come out with seemingly irrational ideas, hatreds or

misconceptions, and keep him/her talking.

The basic ethical principle governing data collection is that no harm should come to

the responents as a result of their participation in the research. If, for example, a
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respondent had been upset by some of the questions in the interview, then the
interview would have been abandoned rather than taking the risk of upsetting the
respondent still fuher. The researcher tried not to turn the data collection into an
attempt to sell things to the respondent or bring any undue pre§hereespondents

were assured that professional confidentiality would be respected, which meant that
any data on iderftable individuals would not be published or otherwise made
available, and that rone outside the research team would have access to the raw

data, which was to be kept in a safe place.

The respondents may answer in terms that they regard as politaadly stesirable

rather than in terms of their actual views. The researcher, based on the previous
observation work done, giving an interactional aspect of the interview tried also
greatly enrich the data that was being collected. Such departures fraudlg ri
imposed format may be justified on the grounds of improving the validity of the
interpretation of the response. Discrepancies between what people say and do in
different contexts can arise from a number of sources, whether due to misconceptions

and nyths, impression management or other.

3.4.4 - Data analysis method

The interviews were transcribed into Portuguese and translated into English by the
researcher, generating a total amount of 410 pages. In cases where statements did
not translate will, the original expression was kept in Portuguese and English. Since
the mother language of the researcher is Portuguese, an equivalent translation, as
suggested in Brislin (1993) was not conducted because in case of doubt it was always

possible to chdcthe original data.
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The time spent by the researcher transcribing and translating the data alsd enable
the researcher to have a deep knowledge about the statements provided by each

interviewee, making it easier to find, analyse and compare statements

Typical of qualitativecase studies in the information systems field (Walsham, 1993),
the analytical process followed aimed at building a conceptual understanding of the
problems at hand from qualitative data. One of the first tasks was to process the
voluminous sources of information into manageable (and more deeply analyzable)
data (Milesand Huberman1994).

The selection of analytical techniques was considered in great depth involving the
study of several before the final decision was made (Madiljaioand Shirley,

2000; Hood, 1998; Denzin, 1989).

Grounded theory

Due to the intuitive nature of the approach, Grounded Theory (Strauss and Corbin,

1990) was considered and later rejected. Grounded theory attemps to generate a
theory as the research pregses and as the data are analysed, resulting in the
identification of a theory. I n this way,
code and analyse categories and properties with theoretical codes which will emerge

and generate theiromplex theoryof a complex work ( Gl aser , 1992).
attempt to discover how people act. Groun
from the start, on generating abstract conceptual categories to account for the data
being studiedéd (Punch, 1998).

Grounded thory is intuitive and close to the data, enabling themes to be tested as
patterns emerge (Easter§mith et al,2002. In many respects this methodology
would have been suitable for this research, however, the fundamental requirement
that the researcher mtnually return to the source of data to collect further

information in order to achieve saturation was not achievablhifowork.
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Interpretive interactionism

The tools of Denzinds (1998) Il nterpretiv
consideed and later abandoned. These tools sbrai deconstruction, capture,

bracketing (reduction) the identification of the epiphany (transformational
experiences), construction and contextualisation. This method was developed by
Denzin in 198, a Gicntidripcradt i ve met hoddo whi ch 0
understand a particular <c¢class of subjects
1989).Also as this author statds,nt er pr et i ve i nteractionism
interpretations grounded in the wdé ds o f l'ived experienced
method to aid in the discovery of the perceptions of individuals

This method was not used as the researchéreditoidentify the causeand effects

of the subject under investigation, and also the welatiip behind the actions.

Cognitive mapping

We propose to apply the methodology of cognitive mapping to address these
concerns and supptheresearcher with an efficient tool for constructing a collective
map ofthe industry under studp measure soal components of the value @é

business relationship.

Cognitive mapping is a qualitative technique designed to identify cause and effect as

well as to explain causal links (Eden, 1990; Eden & Ackerman, 1998) and which has

been used widely by managememisearchers in different contexts to explore

individual perceptual schema (Bougon, 19%®ten, 1992, 1994, Wang, 1996).

Cognitive maps have been used in IT stratégyelopmen{Smith et al,1995) and

for information systems planning (McBride & HackneyQ02). As these last
researchers refer fAkey concepts are identi
phrases which arguotes directly extracted from interview transcripts. Relationships

bet ween concepts are 1 ndi c asticepttturdgf anar r ows 0
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i ndividual 6s overall perspective, without
undertake inductive analysis to clarify emergent issues and they may also be used to
record transcripts of interviews or other documentary evidencea iway that

promotes analysis, questioning and understanding (Ackeeitren1 990)

Foll owing Clarke (2001) dAthis technique i :
judgement of the researcher to develop themes from the data, allowing these to be
stated as propositions to be developed fu
theory of personal constructs, which suggests that individuals interpret data
differently, and present contrasting perceptions of problems (Ackeretain1990;

Kelly, 1955).

Cognitive approach allows us focuson the shared vision of the group involved on
social aspects of business relationship valoe they provide a simple and intuitive
means of highlighting important strands of thougfihe collective cognitive ap of

a group presents a hierarchy of aspirations, strategic issues, problems and strategic
options (Eden, 1991). Through this technique, we can present the beliefs of
members of a group involved about causal relations and the reasoning behind the

purposéul actions

Cognitive mapping is an important tool in a representation of thoughts as it is able to

reflect different views of group members, aide to structure a problem, facilitate

mutual understanding (Edef Ackerman, 1998). That is why we suggest to

applying this technique to measure issues influencing the adoptionbokiaess

within the Portuguessubsidiaries of the@gharmaceutical industryAs referred by

McBride & Hackney (200) Athese cognitive maps are b
individuals anddeveloped within the orgagation to become the agreed view of how

things are, what is important and what shc
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As referenced by Kitchin (1994 oudelis (1986) explainghat we have become

i nterested Iin answers eoplgeuestl dys behalved:
people really make decisionso. The gener
and leads not only to the understanding of special behaviour, but the cognitive map is

a mental construct (be it explicit, analogical, ap#torical or hypothetical) that

actually influences behavioukVe consider the collective map of a group as a

collection of the shared beliefs of group members involved into a business
relationship (Chameeva, &tal., 1997). A group in this case is ansof individuals

who form a group. It is naturdhat different members of a group have different

individual map9g it is almost impossible to imagine that there could be two identical

individual maps. The shared vision (common ideas and collective ioliess

guide for a better understanding of the value of business relationship and
interpretation of a grops a €dmpavigon of individual maps of a group is a tool

to construct different types of a collective map. The comparison of cogniaps m
permits he identification of similarities and differences between individuals;
develops an instrument for measuring agreement of opinions between individuals;

defines the zones of common interests and tensions (Bougon M. G., 1992).

The success oraiflure of an ebusiness strategy depends on the cognition of key
people, their mental models and beliefs systems and how they make sense of their
organizatioal environments (Weick, 1995) as referred by McBride & Hackney
(2001).
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CHAPTER 4 - RICH DESCRIPTION OF EMPIRICAL WORK

4.1 - Preliminary fieldwork

4.1.1- Introduction

Due to the nofexistent literature on the business processes of the pharmaceutical
industry in Portugal, the objective of the preliminary fieldwork was to establish the
usageof e-business and explore the nature of the Portugsabsidiaries of the
Pharmaceutical industry in order to identify its potential for the research. Two studies
were made: an early functional case study and a study using a frame to qualitatively

examine what theubsidiaries of th@Phl wereactually using the Internet for.

4.1.2- Functional case study

To confirm the nature of the pharmaceutical industry methods, a case study
describing the functionality of the Portuguese pharmaceuticapany was done in
the local subsidiary of a multinational pharmaceutical company, to provide a better
starting knowledge and a descriptive understanding of how this type of industry
works in Portugal ancestablish the nature of the business process anctupe

which could be used to identify the potential dflesiness usage.

The company selected wdaise local subsidiary of a British multinationals the
researcher had direct access t@s tbrganization, avoiding extra time spent in
obtaining permissiorto enter the companwyvhich was long established in the
market,its pharmaceutical products covered a wide rangberapeutic classes, and
had hadthe recent experience of a merger between British pharmaceutical

Groups

The visits to the company we scheduled duringne week, the first time in
December 2000 and again later in January 2@®%lo an update of the original

findings, as in the meantime, the organization dgyagke through a newergewith an
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American pharmaceutical groupivé people fom the different main funicnal
areas(ICT, Finance and Distribution, Sales and Marketing, RegulaAdigirs and
Medical departmentswere interviewedat both times.It was asked to each
interviewee, talescribe the functional process of the departmesa/eat he/she was
representing, hence there was not the need to prepare a questionnaire for this
functional case studyrthe company started in Portugal in 1974 and has always been
a marketing driven company with no production. Products continue to poeted

from the Group factories in Europe. Policy was mainly decided in the headquarters
of the Group inthe UK being about 30 to 40% of the decisions taken locally for
cultural needs. The company is run by a Managing Team headed by a Managing
Director towhom report the Finance, Commercial (there are different product lines),

Operations, Medical and Human Resources Directors.

The ICT Department run by an ICT Manager, now called ICT Country Lead, reports
to the Finance Director. The reporting of the 1G3pdrtment has been in constant
change in the last 10 years; it started by reporting to the Managing Director, then
moved to the Finance Director, then at a time showed the tendency to smoothly
report again to the Managing Direcfibrthere were some presss from the other
different departments of the company that the ICT should be independent from any
specific area, having so more freedom to give a quicker reply to the differentineeds
and lately, with the new heaglarters (HQ) directives, being all TCdecisions
centred at the HQ, the ICT could report just for functional reasons, to any Director
and in the case of Portugal, it was decided to continue with the Finance Draator

real facts the ICT Manager (Country Lead) reports to the ICT Diretibre Cluster

(area which includes Portugal, Belgium, Greece, Austria and Israel). The local

administration has no power of decision over ICT.

The ICT Steering Committee, chaired by the Managing Director, including all
Directors of the Company and th€T Manager, which originally had the role to

analyse and decide the ICT strategy in terms of priority and investment, lost its
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weight in terms of decision and continues to exist in fact to analyse the existing
problems and decide the local ICT needs tpissented to the ICT Director of the
Cluster for approval in conjunction with theQH According to the new policyhew

local systems can be developed but first have to be submitted fully justified, to the
HQ, be fully paid in 12 months and implemented@t more than 6 months. There

IS no restriction or limitation to local systems besides this one. ICT pmieyously

was decided centrally in the UK headquarters converging for the use of the same
solutions worldwide 0 what concerned central technolaayd financial/production

applications, and now also laptops, desktops, ceroial applications and methods.

The whole activity of the company is focused on medical doctors, which together

with Government and patientmake the customer of this markett(gogy). The
pharmaceutical products are promoted near the doctors by three main ways: Through

the medical representatives, which regularly receive training on the diseases of the
therapeutic classes and active ingredients that they introduce to tleesdothey
continue to work in 6 weeks <cycl es, dur i
doctors through the whole country. Before each cycle, the whole team join together

for two or three days, so that elements from riteeketing andscientific (medical)
departments may present the next cyclebds i
to the doctors have to be done by appointment and there is a public and Government
reaction against expensive gifts being given to the doctors. New restrictive
governmehlaws on the subject now exist. This company follows very strict codes

of conduct concerning gifts and publicity which have to be strictly adhered to by the

sales representatives. The representatives are the main mediators between the
medical doctors anthe company. All the results of the visits done to the doctors are
transmitted daily by each representative to the company using a laptop, in order to

feed the territory system that provides arteqolate situation of the doctors visited at

any time.
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Seaminar and congresses, fully organized or sponsored by the company, where the
new products are launched or opinion leaders make presentations on the latest
discoveries or experiencesyolve a lot of work and investment and are under the
responsibility ofthe Congresses department. Mailings and scientific magazines
distributed to the medical doctors, present the latest news on the different clinical
trials or experiences. Newly launched products are subject to clinical trials by chosen
groups of doctors, hich protocols are statistically controlled by systems owned by

the company.

Doctors prescribe patients who buy the medicines from pharmacies. Medicines that
need a prescription are <called o6ethical
wholesalers, Wwich in turn are supplied by the pharmaceutical companies. So
pharmaceutical companies do not sell to the final consumer (patient). They also sell
directly to hospitals who buy in bulk. The Government, an important entity in the
whole circuit, finances pt of the prescribed medicines whether in private clinic,

social service centres or hospitals.

Concerning the adoption of new ICT solutions, there has been already some
unsuccessful experiences in the past, mainly related with the commercial/marketing
sedors of the company, due to a weak or 1awolvement of the managing team of

the company and the use of several ICT systems, like one accounting system, two
territory management systems for the representatives and one executive and

information system.

The Internet attracts a lot of attention not only from some of the members of the
Managing Team but also from the rest of the staff who start to understand the
richness of this source of information. The attitude of the Company towards the
Internet is the fdbwing: The Internet policy is decided and controlled by the UK

headquarters; an Intranet is implemented worldwide, having all the staff from

Portugal access to it; the connection to the Internet has been outsourced first to
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Global One and now Equant, resysible for the world connection of the Group. In
Portugal there is a router installed to access the servers via Internet through the
company vpn (virtual private network). The access to the Internet is free for any
member of the local staff. The Intetnis now used for searching information,
although before Portugal had developed a link to the site of the Spanish subisidiary
developed for the scientific community, where scientific documentatiodinen
multimedia courses, access to scientific inteomal data bases and use email

could be done and access was going to be given to all doctors interested. The
whole service was due to be introduced to the medical doctor by the representative,
during the visit and using the laptop, where the alocbuld appreciate eline what

was available and ask to be included with a special password. The younger doctors
were already o6computer mindeddé and open
ones, considered very important to the pharmaceuticapanies as opinion leaders,

had a negative reaction towards the use of computers. This project was being pushed
to be adopted by the company by the Managing Direatdhe time, who was a
strongly computer minded person and was interested in througtddiption of new
technological solutions to be better prepared to face new challenges. However, in the
meantime, the project was abandoned. There is a local site of very good informative

quality, which was developed at the request of the previous Man@gicjor.

The wholesalers have access to the old EDI systeutatetheir orders, received as

a message, not integrated online with the existingJeackOracle systems. Tracking

of international supplies is nprocessedhrough the access to the siteTINT any
moreas before, but through the company intranet. Frequent training sessions on the
use of the laptops and the Internet connection has been carried out to train the large
group of medical representatives, which by tradition akeeise to technolyy and

their strong reaction has beanthe past the cause for the failure of two new report
systems. The sales representatives also receive regularly ditaeatific and
commercial training on products and inherent diseases. This traininglys qmare

in group classemvolving teams from the medical, pharmaceutical and marketing

t

(
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departments an@arly doneindividually through a compact disk that they use in
their laptops. Hearning is a project spoken but not yet put in practice.

The pressurethat thecompany was having from the growing demands derived from
strong competition were pushing people to look at other ways of doing things in a
more effective and productive way and so the Internet and posdiblyigess were
attracting the attentioof the previous Managing Director as hawcould through

the use of the new technology help to solve their problems. Also the high costs
associatd with the way promotions were being done, through large teams of
representatives (the wholearketing andsales areas represent 80% of the whole
company) that travel daily all through the country to contact the doctors in person,
are a heavy burden for the pharmaceutical companies with the inherent reflection of
the high prices of the medicines. New wagf successful promotion of
pharmaceutical products near the medical class throtmisiaess would certainly

be very easily adopted.

From the study of this case, done twice through the time in the same company, it was
concluded that: (a) the way the compamgrks locally has not changed with both
mergers which only had effect on some reporting functionality. (b) ICT is a small
department under a heavy load from HQ to give a good and quick response to the
group systems, to which priority is given, lacking tfaf the local demandvhich

only under the pressure of a local computer mingedagingdirector can come to

be of priority. (c) The influence of the Managing Director on the priority of ICT
systems. (d) The tak@p of ebusiness would require a techaliand managerial
mind-shift from the compan (e) Success, however, inbesiness would require
significant changes in internal ICT infrastructure and usage accompanied by changes
in managerial attitudes to information value, information flows and rekttips in

the information and supply chain.
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The case also showed thaetPharmaceutical industry provides a fertile field for the
deployment of Internet technology and the use of electrionsinessReasons for
this being The global nature of the indimg and the need for international
communication;The immense information gathering and communication required
for the clinical testing of a drugfhe large variety of regulatory bodies requiring
information and documentatioiihe distinctive nature of theustomer base and the
need for information channels linking General Practitioners to the industry, as well as
pharmacists, research laboratories and the general public as condtmeersnstant
need of training (scientific and promotional) of the medigaformation
representatives tearihe requirements of registration. This requires up to 30 large
files of information for each drugrhis could be submitted electronicallyhese
reasons suggest the potential for electronic commerce and Internet ustige in

Pharmaceutical industry is immense.

4.1.3 - Internet study

Upon the functional case study where the functionalities of the different business
processes of a Portuguese pharmaceutical company were described, a comparative
Internet study was done, withrdct visiting of the web sites four times over a period

of 5 years (2000, 2002, 2004 and 2005).

The objective of this investigation was to discover which Portugsigssidiaries of

the pharmaceutical companies were usinbusiness and for what. The sibiec
survey questions were(1l) Which Portuguessubsidiaries of thggharmaceutical
companies were present on the Internet? (2) For what purpose were they using the
Internet for? (3) How have those companies exploited the virtual opportunities of the

Internet ?

The study was based on a similar research done in 1998 within the Australian

insurance sector by Costello and Tuchen.
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At the timewhenthe first visit to the web sites was done, in 2000, several sites of the

phar maceutical uodmparcioamstweceéej owd or Obei
has been assumed as a positive attitude concerning the usrigihessWhen the

second visit to the sites of the Portuguessidiaries of thepharmaceutical

companies, was done in 2002 (Alvarez & Frag&®@02), using the same list of
indicators,from the 21 companies originally investigated in 2000, twaheim had

merged in the meantimeater again in 2004 and 2005, new direct visits to the web

sites, using the same list of indicators, were done testigate the new situation of

the presence of the total universe of the 135 registered pharmaceutical companies in

Apifarma (the Portuguese Association of the Pharmaceutical Companies).

From these studies with the objective of investigating which Podsgu
pharmaceutical companies were usingusiness and for what, where the specific
survey questions were on which companies were present on the Internet, for what
purpose were they using the Internet for and how have those companies exploited the
virtual opportunities of the Internet. the findings were the followi@The main
purpose of using the Internet for Portuguese pharmaceutical comparpessent
continues not to be for the generation of electronic business. Also, features related
to client nteraction such as medical doctors/patients assistance, interactive feedback
and guest book are scarcely uséo) Most of the visited sites need to improve
usability Being the majority (80%) links to the sites of the headquarters, the
language used is wer Portuguesé medical doctors may have some knowledge of
English, the most used language in the sites, but as for patients, this is a strong
inconvenience.Also search, help and FAQ are rareled. (c)Only two of the 135
companies are making use tietinternet to do some transactions. These results
indicate that very few Portuguesabsidiaries of th@harmaceutical companies are
using the Internet in areas of online business with customer interafdipihe
Internet is rarely used (4%) for gathmgy patient feedback in order to disseminate
that information through the scientific communifg) The Internet is also not used
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by any of the companies to the organization of medical seminars and congresses, and
made available to the medical community,veell as scientific trainingf) The use
of the Internet is mainly focused on informationno electronic transactions are

carried out.

This study showed what the Portuguese pharmaceutical companies are using the
Internet for, from an outside perspeetiv The observations and interviews that
follow, on the main fieldwork will show if there are hidden links to doctors or

business electronic transactions through intranets or extranets.

4.1.4 - Summary of the prelimingufieldwork

These two studiedemonstrate the limited use of the Internet beyond the provision of
information and a lack of change in the situation over a number of years in the
Portuguesesubsidiaries of thgharmaceutical industry as well as no evidence that

the use of dusiness iternally was being done.

4.2 - Main Fieldwork

4.2.1 - Observations

So, before pursuing to the case studies, and to have a better knowledge of the culture
and activities of the collaborating companies, the researcher did some observational
work, first internally, by immersion in the Portuguese pharmaceutical companies

culture and activities and later externally, by looking at the work of the sales teams.

Under the auspices of the researcher role, passing as a member of the group and
building relationstps with participants, one often is authorized to move about the

setting and ask questions (often knowingly stupid or naive questions) in order to
uncover taketsfior-gr ant ed aspects of t Deseryatomasaci pant

data collection tool ®tails listening and watthlgot her peopl ebs behavi
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that allows some type of analytical interpretation. The main advantage is that first
hand information in a natural settirm@n be collectedSilverman, 1993; Ghauri,
1995).

Sine the case stly observationsake place over an extended period of time, the
researcher an develop a more intimate and informal relationship with thosés he
observing, generally in more natural environments than those in which experiments

and surveys are conducted.

Inside the collaborating organizations

To gain a proper appreciation of the local environment, its internal culture in which
the respondents work and to help in the planning and wording of the questions for the
semistructured interviews for the irdeph case studies, for one month the
researcher, passing as a member of the group, and actingaatscgpantobservey
maintaining only superficial contacts with the people being studied by asking them
occasional questions (Silverman, 1993), moved aroundtha collabording
subsidiaries of thepharmaceutical companies, observing, hearing and asking
questions, often knowingly stupid or naive questions, in order to uncoverftaken

granted aspects of the participants perspectives.

Combining theory with theesults obtainedrom the preliminary fieldwork some
themes were already being considered to be the base of the questions for the
interviews. However, before moving straight on to thedepth interviews, the
researcher decided first to do all thissevationalwork, with two different types of
observatios, to be more prepared and documented to question any respondent that
during the interviews would be replying what he/she thought should happen and not
in fact what was occurring. Without these prewoobservations, the researcher

would be in no position for argument.
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What it was necessary was to formalize near the participatibgidiaries of the
pharmaceutical companies, and the choice was done with four contrasting
organizations with different gvent culture of the available group (since the
beginning, that the researcher had kept informal contacts with several local
pharmaceutical companies, which had showed interest and availability in
participating in this research when needed) : one compadthyAnglo/American

culture, one lItalian, one Swiss and one Dutch/American, for tdepth studies.

For a start, the first formal contacts have been established by telephone during the
spring of 2005, with people the researcher had known throughopsdyiworking

with them (in no case didhe researcher make a formal approach to the top
management of any of the firms to get approval or support for the research, as in
several times had thesearcher seen other researchers do this and have watched
Chief Executives set the scene and limit the enquiry to specific)afeamalizing

the request to enter the companies in two different occasions (Oliver, 2002; Ghauri,
19%; Silverman, 1993). The first time, to informally talk to the staff of the company
and observe the ambienand acting as @articipantobserver, maintaining only
superficial contacts with the people being studied by asking them occasional
guestionsin order to better plan and prepare the questions for the interviews, and the
second tine, to do the interviews to six people from the company, being one the ICT
coordinator, one from admin, one from the sales team, one from the marketing team,
one from the medical team and another one from the regulatory affairs sector. These
referred areasof work, are general denominations of these functional areas.
However, each company, names differently each of these areas, according to their

business and organizatalrstrategy.



Paged6

Upon agreement of the conditions that the research was to be dbeecompanies,

it was arranged that a written request for access authorization to the premises should
be sent by email, outlining the aims, design and methods of the research, the
justification for doing it, and also veprecisely in operational termsefilata needed

to be collected and the conditions under which the data was to be collected, as well
as the timing and duration of the study. One of the crucial elements here, was the
guarantee of confidentiality and anonymity which were given. Also tbeareher
provided a brief reference to previous research in the field and to her own

experience, indicating her qualification and status.

It was also arranged that the researcher would submit copies of the interviews
questions, before the interviews wérebe made.

When approval was given to the researcher to approach the premises and the
individuals, with whom a meeting would later be requested for the interviews, an
assurance of the confidentiality of any data obtained was required. This
confidentialty applied to the responses of individuals, none of whom should be
identifiable in any published work or thesis. Likewise, no data from individuals

should be made available to anyone outside the research

What it is meant by access, is not simply phgisadmission to the setting, but rather
the opportunity to observe, and possibly participate in everyday activities in the
various parts of the setting, and to talk informally, and perhaps more formally, with
participants(Cresswell, 1998; Oliver, 2002)Furthermore, the researcher wanted

this access not for an hour or twa lfor weeks.
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Authorization had been granted previously by the four participating companies for
the researcher to move around in the companies and talk informally to the staff.

No recording techniques were also used in this type of observation; the field notes
were written on paper. The researcher thought that use of audiwisual
techniques involvé the dangerof increasng the reactive effect obbservationsand

the people indrmally contacted for a simple chat would not feel at.ease

So, wder the auspices of the researcher relas allowedo move about the setting

and ask questions passing as an O6olnd6éf antetmb edrp aosfs itnhc
only available stratpy f or secr et participation obser\
a member, the researcher must already possess the knowledge and skills required by

the role (Silverman, 1993)Although the researchesften knowingly as&d stupid

or naive questions irorder to uncover takefor-granted aspects dthe stafd
perspectivesthe general talk had to be of someone well aware of the pharmaceutical
industry, or otherwise no one would have the patience to lose their time on unrelated
subjects. The researchensvtreated by participants not as a researcher who was
temporarily participating in the setting but simply as a fellow participant.

The researcher walked around in the areas in which the interviews were to be
conducted for the case studies, in ordeg&mn a proper appreciation of the local

environment in which the respondents lived and warked

Here the researcher was often simultaneously an active participant and this obviously
detracted from her ability to observe. Even when she was just sittirthein
staffroom, pretending to beeading a newspaper while staffroom activity went on
around her. The researcher had to rely on what she heard much more than on what
she saw. It was quite evident for the researcher that although she was in that world,

shewas not truly of it. She could not completely give herself over to participation,
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because she had to be considering and remembering all that occurred in order to
record it.

At this time of the investigation, there was already a clear idea of the fodhe of
questions for the interviews, based on the fieldwork already done and the literature
studied. The questions to be asked to the respondents, should be organized in an
order that when flowing would make sense to the people being interviewed but also

based on théssuegeferred in chapter,Zection 2.8.

The moving around observation was done during one week in each company, usually
during the morning period. Starting by 10 am, (with the usual entrance time by 8.30
or 9 o06cl ock, ceaple usnally werb ancénirated an whaothey hag
to do during that day, or starting early meetings, and only after 10 am they moved
around to contact other colleagues or departments or would go for a coffee break) the
researcher first did some talking imetreception with the receptionists, always in a
very distended and humoristic way and where they passed in a very gossip way the
information about how they were expecting that day to run, considering how the staff
already arrived was in a good or bad mobldey were also always very interested in

passing the O6corridor compl aintsd about

problems between people. Upon this introduction, the researcher walked through the
corridors slowly and for those that had the offim®r open and that did not seem to

be very busy at that moment, the researcher entered and saluted them giving some
occasional comments on whatsoever that would come on purpose. And finally went
to the staff room where once in a while someone would comento a cup of coffee

or tea (it is not usual to drink or eat in the work place). Whenever possible the
researcher, in the middle of a conversation was putting a naive question related with
the themes to be included in the interviewdumaur reduces stss and enhance
communication (Romero, 2006) so the researcher tried always to use a sense of

organizational hum@ whenever talking to anyone in the company. The people
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contacted was not chosen. Anyone from any department or function that would be

availabk, would be welcome.

Around one noéoplé wauld start widgeout for lunch, at a nearby
Restaurant, the researcher always joined one of the groups, taking this opportunity to

continue with the informal questioning and observation.

As said abue, the researcher feared that when an individual is pladée pmesence

of another one, he/she may wish to give another impression of him/herself (Goffman,
1973) and that with the formal interviews the respondents would struggle between
their personaldentity and his or her various social identities, as the demands of the
social identities infringe upon the uniqueness of the personal identity (Kreiner, 2006)
and would not be completely honest on the views given. The self is a
multidimensional dynami&nowledge structure that comprise multiple self
representations that embodynowledge about oneself, including personality
attributes, social roles, past experience, future goals and the like (Gelfand, 2006).
Also as Goffman (1974) referfaceis the posive social value that one individual
claims effectively through the line of acti@dopted during a given contatteing

the image of the self delineated according certain approved social attributes.

So having had already an informal and previous cofieitire the interviews, and
talked in a distended way on some of the subjects, he/she would probably be less

concerned with the impression given.

The results of this study will have a direct effect on the questions of the interviews.

So, before pursuintp the case studies, and to have a better knowledge of the daily
work of the sales teams of the pharmaceutical companies and which represent over
50% of the headcount, the researcher did some observation, in two hospitals and two
social health centres. Alsbecause the sales team only return to their company
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premises at the end of each working cycle (every 8 or 10 weeks), for promotional
meetings for the cycle to begin, their activity could not be observed in the moving
around observation that the researchéso intended to do in the participating

pharmaceutical companies, before the@pth interviews.

There has beeoconsiderable argument about the legitimacy of secret research. One
kind of consideration is professional. When it is revealed thatialsscientist has
studied a particular group without the permission or awareness of its members, will
this not reduce the trust the public has in social scientists and result in access to many
settings being barred. Some argue that there are ethicglsi¢ge be taken in
consideratiori the invasion of privacy and dishonesty. However others have argued
that largeorganizaions and public services bureaucracies in particular, have no right

to secrets and therefore targets for secret research: socwlsigmtld make these
institutions accountable to the publi&earing this duality in mind, permission was

not asked to grant access both to the two hospitals and the two health centres as these
are public places that the researcher has free access asaadis¢so because these
hospitals and health centres are public institutions heavily bureaucratic. This secret
observation to the sales team was in fact an extension to the work that had been done

inside the pharmaceutical companies.

Secret researchag done in two hospitals and two social health eenkeeping her
research identity secret, the researcher spent five working days in each of the four
chosen settings, as a complete participant, acting as a normal user and merely
standing back and obsémg the daily work of the pharmaceutical information

representatives near the medical doctors.

More than eighty percent of a Portuguese pharmacewtidaidiaryheadcount is
taken by the commercial department, including medical and regulatory affamg, be

the sales team above fifty percent of the whole headcount.
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So, the only way to observe the daily work of the large group of information
representatives that constitute the sales teams of the companies, was to go to the
settings where they do theioljs 1 hospitals, social health centres and private
consultancy,since when they come to their companies is only for promotional

meetings.

Private consultancy was discarddm obsenation as only one or two medical
doctors workin each placeusually duing the afternoonworking in the morning in
hospitals In general, information representatives are received by appointment. Their

work atthose sites can be more orgaizwith shortemwaiting time

As for thisobservation, in the two hospitals am@ two health centres, the researcher
decided to access the setting in some disguise, as a normal user, keepasgdrch
identity secret. If the sales team of the pharmaceutical companies did not realize that
they were beingobserve, that they had eesearcher in their midst, they were likely

to carry on their natural everyday activities. This secret research required the
researcher to take a role of a user of the settings investigated.

The first goal of the researcher was to learn the way the teglms were developing
their activities near the medical doctors and also to learn about the ambience and
cultures of the participant companies, in order to plan the interviews questions. This
was one of the reasons the researcher spent a periodeofrtithe settings and
adopted relatively unstructured methods, thereby minimizing, as far as possible, the

effects of her own cultural assumptions.

Inside two hospitals and two health centres
In order to observe how the sales teams of the Portugaids&liaries of the
pharmaceutical companies performed their jobs near the medical doctors, the

researcher stayed for ten working days in two hospitals.
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The first hospital, is the greatest public hospital in the Lisbon area. It is located in
the city centreThe second hospital, in the surroundings of the Lisbon area, a smaller
peripheral hospital, supports the whole area of the village. Everyday, for five days in
each of the two hospitals, in a different therapeutic service (Dermatology,
Cardiology, Neurolog, Surgery and Intensive Care) from&n to 1 pm, the
researcher observed, disguised as a user waiting to be treated, the way the
information representatives of the pharmaceutical companies acted to contact or be
received by the medical doctors. This algation in both hospitals was done only in

the morning period, as in the afternoon, hospitals do not have specialist

consultations.

There are a number of different ways of recording participant observation data. The
most common one is the writing of fiettbtes. While fielenotes are used by almost

all researcherso record observational data, it is becoming increasingly common for
these to be supplemented by the use of audizal recording techniques
(particularly the auditape recorder, but also vidéape and (film) sometimes to the
point where fieldnotes become secondaryPart of the appeal of these techniques is
that, to some degree, they overcome the problem of the selectivity and infa@itesice

use of audievisual techniques involves anotherndar they may increase the
reactive effect of observations. Whereas it may be possible for an observer to fade
into the background, is rather more unlikely that a video or film camera, or even a
taperecorder, will be emtely forgotten by participast participants do seem to
regard being recorded by such techniques as rather more significant than being
watched or written downin our case, the researcher decided to take written notes
while observing. Acting as a secret observer, it would not bea¢toicise a video or

film camera. The use of a tape recorder would not be adequate for this sort of

observation.

Social health centres, are open from Monday to Saturdays, from 8am in the morning
to 8pm, and it is where the family doctors work, and aldeva specialists. No
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urgencies. There are several in a city, one per each neighbourhood, and every
Portuguese citizen must be registered in the social health centre near his/her home
or, alternatively, can also be near his/her working place. There @ shifts of
medical consultancies: from 9am to 12am, from 2pm to 5pm and from 5pm to 8pm.

The premises of a social health centre, comprise 2 or 3 floors, at the maximum

During two weeks from Monday to Friday (on Saturdays the information
representativedo not work) from 8am to 8 pm, the researcher observed, disguised as
a common user, two Social Health Centré3ne of these was locatesh central
Lisbon andhe dher in a village 30 km from Lisbon.

Concerning the field notes, it also applies to tHisesvation what we say in the
previous chapters for the observation done in the two hospitals. Written field notes
were done by the researcher, no andswal techniques were used.

In the hospitalsit could be observd that in each of the therapeutiergices, a group

of 10 to 12 information representatives, from various pharmaceutical companies,
were coming everyday, around 9h 30m, and stayed until around 13h 30m. They
waited in the corridors until any of the medical doctors, working in the services,
would come out, in orddior them to talk andintroducetheir products. Few of the
information representatives were called to enter the medical doabofs{ to ltaees

a more relaxed talk. The average of doctors contacted daily by each representative
was between 3 and 4. We could conclude that it is still the same traditional way that
is beingused by the pharmaceutical companies to contact medical doctors and

present their products.

During those four hours of waiting to eceived or succeedg in contacting a
medical doctor passing by, the group of information representatives entertained
themselves talking to each other and commerdimgll sort of news, films that they

had seen recently and also gossip about other colleagues or occurrencésoin the
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other pharmaceutical companies. They akre formally but very fashionably
dressedand usually have very diplomatic attitudes. They focus on a behaviour
expressed through tone of voice, facial expression and spoken words, as they are
expected to d@ay positive emotions towards doctors, regardless of actual emotions
felt (Tan, 2004) Dressing belongs to the scene of the environment, as a sign of the

i mportance of its O6etiquetted (Goff man,
to manage imprasons (Barsness, 2005) in an attempt to achieve a good outcome

and create a positive image.

Although they are given laptops to record and transmit the result of their visits, these

are not carried with them and probably left in the car or at home.

In the social health centress the premises are small, the information representatives
from the several pharmaceutical companies, gather at the entrance of the centre, with
the same attitude as in the hospitals, talking to each other, untiwvereycalledto

talk to the medical doctdo whomthey hal the appointmernihooked

Visits of the information representatives to the medical doctors, in social health
centres, are regulated by previous appointment (each pharmaceutical company can
only visit four times a year each medical doctor). To face this limitation of four times
a year, the pharmaceutical companies have organized themselves in lines of
therapeutic classes, or even sampanies, so that they manage to see each doctor

more times during the year.

The average of medical doctors seen by each representative was not more than 2 per
shift per day.The observation of the daily work of the medical information
representatives from the pharmaceutical companies, both in the two hospitals and the
two socialhealth centres, showed that these professionals continue to work in the

sametraditionalway.
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The information representatives are a working group with a culture of their own.
Their attitude as public relations specialistssually dealing with a scierfic
community, appears to be adverse to technology. It looks like they find technology
very restrictive, limiting the creativity work and allowing no margin for unexpected
inspiration. For them, writing down information is raggriority and tle statistcs on

the visits done to doctordo not havemuch meaningsince, to themguantity does

not mean quality. This is in fact a point that deserves further research, investigating

the particular culture of this group towards a satisfactory acceptance sy/$&ms.

The interviews that will follow for the hdepth case studies, willeflect the
preliminary fieldwork andackle the points and particularities observdthe reason

for the internalandthe externalobservations of the collaborating companiezs\to
challenge certain views of the researcher on the internal culture of this industry and
also to allow that the questions of the interviews, following cultural factors obtained
from literature, would not hein a sense, geneiatd but that they wouldouch
sensitive points of the industry under investigation and which could only be referred

if the investigatiorhadbeendone by someone with a large experience on the sector.

4.2.2 - The interviews

After completing the observation phase, where ensittoncerned with the daily life,
functions, attitudes and beliefs in the settings under study had been noted, the
researcher continued with the planning andrdvay of the questions for the

interviews of the irdepth case studies.

Before starting on thehrasing of specific items or questions (Moser & Kalton,
1979), a design specification was agreed and a rough outline prepared of the main
sections ortopics to be covered, in a given order, integrated with the research
objectives and with the planned &rss (Oppenheim, 1966).
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So, it was decided that the list of questions woulddgmered irto four parts. The
first part would cover company information, the second part employee information,
the third part would be destined only for the ICT Coordinaamd the fourthand

final partwould befor everyone to be interviewed.

The reason for separating the third part, with questions about the ICT environment
(hardware and software), was due to the information gathered from the functional

case study whergve had learred that ICT strategies in large multinationals are

known by the local ICT Coordinator as the main contact on this area by the
headquarters, and ,sib would not make sende ask questions tarnyone else about

something connected with ICT ifdhfacility, by group strategy, was not allowed to

the subsidiary. Or better, t plpae g de aatti on/
the moment of the interview, dweiotthdCTan i ntr
strategy from headquarters thisrist allowed (or available) to you, but if it were

possible whatwoadl you t hink of é. ., th®#ICT Coddinator, und e\
(if there was one) should be interviewed first, so that the researcher should determine

if the ICT strategy of the compamgwards Internet/Electronic business, was to affect

the general questions for all the respondents.

The questionsn the fourth part, to be asked to all the respondents, were to be
organized in an order thavhen flowing would make sense to the respomigebut

would alsobebased on thessues referred irsection 2.8.

The wording or phrasing of questions, attitude statements, etc., is much of an art and
pilot work was to be the ultimate arbiter. It was only natural to underestimate the
difficulties be@ause in everyday life, for the most part, we use language and obtain
information in interaction with people we know; it was therefore difficult to realize

just how ambiguous most words can be and how different people are from ourselves
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in their use of worsl. It was also difficult to think of all the angles when we came to

focus on a given problem.

On writing each question, the researcher sometimes had to go back to the
fundamentals of the research and ask to
Is obvious that different question writers have different sets of assumptions and
expectations, which are expressed in the ways they have worded their questions and
that, in turn, forced us to the important point of what kind of detail or degrees of

precsion were required.

So after pondering as above, the researcher designed the set of questions, which
were to go through pilot interviesnn company4 before contiming to companies 1,

2 3 and company 4 again

One further point to explain is that theegtions referred in this thesis are all written

in English language. The researcher, first had to think in national terms what was
going to be asked, created a Portuguese version for the questions, and afterwards,
created an English version of the samédaeported in this thesis. It is known that

the constant translation of statements from one language to another, even if the
translator involved dominates both languages as well as the relative subject, tends to
mislead some of the results. In this cem, the researcher tried to minimize this
problem as mush as possible. But being this research coordinated in United
Kingdom, by British researchers, over fieldwork done in Portugaljed outin the

local Portuguese language, the researcher had ath thee time translating back and
forwards, from Portuguese to English and weesa. And that is a constant from the
beginning to the end of this research.

Only the English versions are referred and described in the context of this thesis.

h ¢
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4.2.2.1 - Pilot study
The questios for the interviewsvere piloted in October 2005in the company that

was used for the functional case stwhd which will be referred from now on, as

Company 4and alterations were made as a result of that.

Pilot work is aterm that describes all the preliminary trying out and development
that has to go into the interviews procedures to make sure that they will work as
intended, covering many aspects, not only the planning and wording of questions but
also sampling frameseéding back into the design further ideas for improving the
sample and the best method for contacting respondents. Thus it frequently happens
that some decisions made at an earlier point have to be changed in the light of

subsequent experience.

The pila study of the interviews enabled the researcher to determine whether the
wording of the questions made the respondents understand their real meaning. This
allowed the researcher to check that the content of the questions was easily
understood and thatehe were no problems with the sequencing of the questions and
the length of tk interview. The pilot study wolved three members of the staff of

company4 (one product manager, the ICT manager and one admin clerk).

The language spoken in the officestlogé four companies is Portuguese. Being the
researcher also Portuguese, had to translate the proposed questions to this language.
Care was taken to avoid the problem of a change in the meaning and concept of
terms by translation (it is always difficulo ttranslate one language into another

language without a change in real meaning).

After reviewing the results of the pilot study the researcher thought it would be wise
to:
e Oncompany informatiothe address should be&n out as the collaborating

pharma&eutical companiegid not want to be identified
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e Rephrase question 4.4 as the respondents were saying what they thought of e

business and not what they knew abcebusiness.

After these alterations were introduced to the questions, the interviewsgurshe

four collaborating Portuguese pharmaceutical companies.

4.2.2.2 - Case StudieSummaries

The following sections present a summary of each of the four cases studied. The
interviews were conducted in the period from November 2005 to February 2006. As
said above, the identity of the companies that collaborated in the research is
confidential and so they will be referred as Company 1, Company 2, Company 3 and
Company 4. The identity of the people interviewed or mentioned in the observations
is also conflential. All the notes of the interviews were handwritten down in
shorthand by the researcher. The detailed translation of the relevant parts of the
interviews and the observations can be found in a second volume of this thesis. This
second volume hasearly 500 pages and includes all the real data of the interviews
and firms involved, detailed description of the internal and external observations of
the collaborating companies and the preliminary fieldwork which include the
functional case study and theernet study.

The summary and discussion of each case study, presented in sections 4.2.3 to 4.2.6,
is structured in the following subsections: introduction, organizational factors,
managerial factors, environmental factors and discussion of thdicaghiissues.

Table 4.1 exhibits the main characteristics of the interviews in the case study

research.
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4.2.3

- Case Stud€ompany 1

4.2.3.1- Introduction

Company 1 is the Portuguese subsidiary of an Italian pharmaceutical company. It has

90 employeesand only commercial activities, ranking 28 in the local

pharmaceuticainarket. There is no local production and the products are imported

from the factories in ltalylt is a company with a very informal atmospheiéhen

entering this company, we caneddy feel tradition, as from the building, an old

manor house in the centre of Lisbon, keeping the original design and not having

almost suffered any changes to adapt to an enterprise of these days, to the way we are

received by the people working there.

Case

Parent

Number of

24 Interviewees

Study | Culture employees Department

1 Italian 90 Administration | 1)Assessor to the administration & ICT conta]
Finance 2)Accounts Manager
Commercial 3)Head of Regulatory Affairs
Commercial 4)Product Manager
Commercial 5)Medical Information Representative
Commercial 6)Sales admin

2 Dutch/ 120 Finance 1)ICT Manager

American Finance 2)Assistant to the Fin. & Admirmirector

Commercial 3)Product Manager
Commercial 4)Medical Information Represtative
Commercial 5)Sales Manager
Administration | 6)Secretary to the Direction

3 Swiss 170 Finance 1)Chief Information Officer
Commercial 2)Business/Marketing Administrator
Commercial 3)Sales Efficiency Eéctiveness Manager
Commercial 4)Product Manager
Finance 5)Accourts clerk
Commercial 6)Market Research Assistant

4 British/ 370 Finance 1)ICT Manager

American Finance 2)Production Director

Finance 3)Accounts Manager
Commercial 4)Medical Director
Commercial 5)Medical Information Representative
Commercial 6)Sales supervisor

Table 4.1 - Characteristics of the interviewees of the collaborating companies



Pagelll

The company has been run &yoad of twalirectors one acting on theocnmecial
area and the other on the financial and admin area and until now they thémage

survive nevehaving to merge with another pharmaceutical group.

Although working in a very competitive market, the rhythm of work is intense but
not hysterical; the six people interviewed showradquillity in the way they faak
their functions and a certain casnce in the company as not being threatened by
the possibility of being fired in case they would not fulfil their responsibilities 100%.
As if they were sure that a second or third opportunity would be there for them.

Interviews were conducted with sirdividuals: the assessor to the administration

acting as an ICT contact, the accounts manager, the head of regulatory affairs, a

product manager, one medical information representative (rep) and one sales admin.

4.2.3.2 - Organizational factors

The majority of its workerfias beeralready for some years with the company and
they feel like a small family. Also the headquarters, when in contact, are felt like an
extension of this local family.

Maybe this is the cause why this company uses ICA wery basic way. Although

they are 90 people working there, they do not have an ICT department; it is someone
in outsource that assists their needs. The connection with this external specialist, is
done through an assessor or old secretary, that shmwedd knowledge of all the
areas of the company, but no knowledge at all of ICT, in terms of its technicalities

and potential, and also has no ideaediusiness or the way the Internet could be



Pagell?2

used to thedvantagef the company, although she consideeself a good user of
a PC, emai&nd the Internet for searching information.

There are no central guidelines from the Group relating to the use of ICT, and so
there is the freedom to ask for new and different systems. However, in general,
people do ot ask for new systems because there is a geretdICT illiteracy and

they do not know what can be done or asked for.

| think that t he actual situati on

Also computers have a negative imdge the sales and mieting pesonnel for
themthey aresomething that is useful to help the routine work of the administrative
areas, mainly the financial ones. Nothing creative. Also relating to their main
concern which is theelationship and visiting of the doctors, camgrs are not
welcome as there is this genezall concept that for the visit to be a success it can
only be faceo-face, with no interference of any technologis observed by the
researcher ¥eps do not carry any computer when they are waiting to teived by

the medical doctors, whether in hospitalsrorthe health centres.

The Internet, to whiclonly a fewhave access, is stdeenby some of the managers

as a means of possible distraction to the workers.

Not everyone can access the Intere started by the Directors, th¢
some elements from the marketing department and we now move
situation where everyone will in the futuhave access to the Internat.
present oubDirectors do not see the need for everyone to athedsternet
to do their function. Do you know that there is still the idea that the Intg
is to distract the workers.!

Those thatare allowedto use the Internein their work, use it mainly to search
information. Ebusinessthe new Internet systems, or thereral potential of the
Internet to be used for business is something still fasoaway and unknown.

Besidesthe accounts manager, which during her interview showed that has already
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some very interesting ideas or how to use ICT and the Internet in fabdwer o
function and her department, and teaehas already been putting in practice some

of them with very good results,

| use the Internet to do all the fiscal waikice as you know, both the Ta
departments and the public financial departments nox& tae majority of
their services accessible through the Internet.

all the others showed a need of being first clarifiedubat could be done so that
afterwards could start thinking on what could be asked for their functions or

departments.

They al® claim that the ICT people do not understand their needs and their
language, and that most of the time the dialogudifficult. As observed by the
researcherthe ICT people and the marketing people complain at each other, stating

that the other did natnderstand what they meant>.

The sales representatives also receive regularly updated scientific and commercial
training on products and inherent diseases. This training is usually done in group
classes involving teams from the pharmaceutical and niagké¢partments. Online

training or electroning training is unknown. As the pharmacist referred

Training of the sales team is a heavy task for all the people conc
There is the initial training done to the newly recruited reps, which is
freguent because the turnover is high. Then there is the training beforg
working cycle, and which is directed to the specific work to be done d
that cycle. And there is the so called recycling, and which is the revisi
the scientific training onthe therapeutic subjects initially learne
Unfortunately this last type of training is rarely done as there is never ti
prepare this training and also to bring a group of reps to the office. C
training would be an ideal solution but its usagpe&hds on senior managg
support; without this it will be very difficult to have success

Other activities like the results of the visits to the medical doctors and the
organization of seminars and congresses and the training, as already refemet, are

done through the Internet:
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In fact that could not have ever occurred to me as | do not know what

can be done using the computer and the Internet. | have heard alsc
video conferencing, but | do not know exactly what is implicated ir
implementation. Sometimes | do not ask for new computer systems as
no idea of what can be done, unless | have already seen somewhere

The lack of knowledgerothe use of ICT inhibits the respondents to think of new
ways of doing things but when coafhted with a suggestion, they start thinking it
over and ponder the possibilities. On the quediibthe visits to the doctors could

be improved with the use of a wireless device like a laptop or a mobile phone, giving
immediate access to any information the company Intranet, scientific databases,
etc.p then they could visualize one use of the ICT technology, in general, the idea

was accepted as interesting:

We continue with the same. As | already said, that waelder have
occurred to me. | thinthat we miss an ICT training infoing us of the
potential of the new capacities; the training we have is always for
operation of a new program.

There is a common fear of changing the traditional way of doing things near the

doctors, which until @ have worked well:

Well, maybe! But | do not see how could that work. Perhaps in the
far away future, things will move that way, but | do not beligveln

fact, | do not believe that the way the visit or contactione to the
doctorstodaywill change. They will not collaborate on that and i
very dangerous for a pharmaceutical company to risk dhatige way
things are done now and with a good result

The use of ICT is no doubt already considered by all the respondents very useful in
the administrative areas of the organizations, where the quick reply to the various

demands is recognized nowadays as indispensable:

Clearly, yes. For example in our department (Accounts) that has a
load of administrative work, we were 10 people and/ are 4 and do mor
things than before.

As for the parent company cultuie does notinfluence the culture of the local

subsidiary through standards and rules
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We report to Italy. There is not much interference or centralization i
ICT projects Once locally justified, approved and included in the bud
we have the freedom to buy or develop whatever we.wish

Other areaghatreflect the culture of the parent compaaye theGroup meetings,

related tamarketing and finare

We have many iernational meetings, where we meet our peers from
other subsidiaries. As our headquarters are lItalian, we speak in Porty
when only Italians are present, or in English, when there are
nationalities

All this external interactivity, influeces tle local organizational cultureThe
employees ofthis companyhave to speak Englisand/or Italian as the contact

language in international meetings.

The Companyctivities are focusedroundmedical @ctors. Doctorsare difficult to

deal with, ad sothey are afraid to damage what they have already got, and which
has good results, with the introduction of new ways of working near the doctor and
that concernscomputers As the researcher observedak the corridor talks in the
company are aboutpésodes with the doctors and we can feel that any promotional
action is done having in mind what would please the doctétowever, the medical
doctor is not an easy customer, making part of an elitist working class and
demanding an interlocutor at histhgcientific level. On the questiaon how the
respondents coped with the problem, the majority said that sometimes it was very

difficult to deal with the situation:

To be received by the medical doctors, and try to catch their attention t
what we lave to say, sometimes is a very hard task. Often we hal
swall ow 6frogséo, or | woul d bett

Although there are now strict laws on the kind of gifts that can be offered to the
medical doctors, when asked, the respondents referredstithed large group of
doctors would prefer an expensive gift to, for instance, scientific information of good

quality.
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This company cares for theaditiors. Although there are some changes with the
introduction of technologythe mission of the compgrapparently continues to be
the same. When asked about the change in the traditions, the interviewees generally

replied that in general company traditions are still the same:

| think they are the same

Also as observed by the researchénecatmospher of the company transpired the tradition
of the Italian Group. History could be felt in every corner of the building and the people

observed were all well aware of it >

Storage of the products donein alarge warehouse under strict rules of claass

and healthy environment§he compay imposes great care on tgeod condition of
their product s, as a defective medicine
the immediate negative effect on business results:

They are products for treating disessmedicines. They have normally
be prescribed by a doctor, inmivate consulting or hospitathey are
subject to strict rules of cleanliness and conservation and have a pe
validity.

The research and development of the Group provides thdarelaunch of new

medicines:

Letdbs say that it is the moj
company. The companies that have a good research behind, w
regular launch of new good products, h#tweir survival in the marke
much more guarantde

The level of salarieandbenefits like bonus, company cars, tiléing expenses, are
considered good and in terms of other industries, they are above the average level.
As the researcher observedin<the corridor gossip, one could recognize that the
people working in the finance and admin areas felt that they were worst paid than
the colleagues from the commercial area, which, besides the salary also had bonus
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and other expenses paidlthough in comparison with companies from other
industries, theygreed that they were above the average>.

4.2.3.3- Managerial factors

Until now the Group never merged with another pharmaceutical Group.

The Portuguese subsidiahas been run bg board oftwo Directors, one acting on

the Commercial area anlle other on the Financial andidin areaThe researcher
observed thagust before this fieldwork, the commercial director had left the
company < there was a certain discomfort as people commented that they did not
know who was going to replace him, ankieth changes would occur ¥he way the
administrators rurthe company has a great influence on the laaisions and
strategiesBeing small and medium enterprisesize the decisions of the top leader

of the company interfere directly in almost départments. Any decision taken by
the generalmanager, would be implemented even if tiespn or personisivolved

would not agree

First | would try to show my point of view and why | did not agreg
would not submito it right away.

4.2.3.4 - Environmental factors

Hierarchy is an important issue for the local culture. lis tompany there is
openneswithin the different working groupgyut whenit comes to express open
disagreement to their managers, respondeete reluctant and cautiousThis was
mainly evidentduring the walkabout observatiomywhere people used to do remarks
to other colleagues on what they disagredauttheir Managers, in the corridors,
but were reluctant to say it directly to the person in question, probably affaite
consequences However, he majority of the respondents, during their interviews,

referred that they had no reluctance in disagreeing with their Managers:
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| have no problem at all in telling my Manager when | disagree
him/her, in a very consuictive way, of course

However, based on what was heard during the walkabout observation, the researcher
concluded that during the interviews the respondents said what they thought they

should do and not what in fact they usually do.

The existenPatuguese law to the pharmaceutical industry is considered very strict,
but worst than that, is not properly followed, what causes unexpected situations
difficult to deal with:

It is very strict and unexpected. The Government changes, the laws ¢
Thelegal part of the pharmaceutical industry is very politic and influer
by the flow of opinion

The individual values and attitudesf the people in this compargre fair play,
consideation for others, tolerance showing sodederence irthe collectivist group

If hurt, offended or molested by others, theople from thiscompany as the
Portuguese in general do not respond with an aggressive attitude andastofity

tolerance towards others:

Ah, it is difficult to make me angry. | give a little dmunt to what the othe
person says and try to calm her/him. If even so he/she continues in
me, Imove away

Competition is heavy andnovation is the key to combat the competitors

By the pressure that they do launching new competitive ptedsicategies
and marketing campaigns

There are severalxternallocal procedures and policies that have to be followed in
the health sector, specifically in the pharmaceutical sector and which condition the
businessnodel of ths company mainly contolling the work done by the sales and

marketing areas:
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In our casein the marketing, the guidelin@ge have to follow are thosgven
by the headquarters on the promotion of the products.

4.2.3.5- Discussion of the significant issues

Several factors weridentified in the company as influencing the adoption and use of

e-business:

The board that runs the company comprises two direttoree commercial

and one financial. They have not been great supporters of the adoption of new
technologies by the compgan

The company is very traditional and the rhythm of work is intense but the
atmosphere is very friendly

The majority of the workers is already working for some years with the
company in a family behaviour

ICT is basic and although there are 90 peopleking there, they do not have

an ICT departmerit it is someone in outsource that assists their needs. The
connection with this external specialist is done through an assessor to the
administration (an old secretary) with a good knowledge of the company
practices but no knowledge of ICT, in terms of its technicalities and potential.
Also shehas no idea of-business or the way the Internet could be used to the
benefitof the company

There are no central guidelines from the Group relating to the us& @nd

so there is freedom to ask for new and different systems. However, in
general, people do not ask for new systems because there is a generalized ICT
illiteracy and they do not know what can be done oed#gl.

Computershave a negative imager the sales and marketing people: for
them t is something useful to help the routine work of the administrative

areas, mainly the financial ones. Nothing creative.
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e Computers are not welcome to be used in the visiting of medical doctors as
the generalizedoncept is thator the visit to be a succegscan only be face
to faceandwithout the interference of any technology.

e The Internet, to which only some have access, iss##hby some of the
managers as a means of possible distraction to the workéwsse that are
allowed to use it in their workio somainly to search information.

e There was only one ICT champidrnthe ICT manager that put in practice
some systems through the Internet to improve the performance of her
department.

e E-business, theaw Internet systems or tigeneralpotential of the Internet to
be used for business is something still unknown.

e The sales and marketing people complain that the ICT specialist does not
understand their needs

e The company runs around the main custorhedoctors i which are
considered difficult to deal with. The results obtained with the way that they
have been working until now are good and they do not want to damage what
they have got with the introduction of changes.

e For the reps, the computer only meamsre work and carrying more weight,
once theyalreadyhave to carry samples of medicines, promotion leaflets and

sometimes gifts.

4.2.4 - CaseStudyCompany 2

4.2.4.1- Introduction

Company 2 is a small and dynamic orgation with Dutch/American parent

culture. It is located in a floor of a modern building in the centre of Lisbon.

The company has 120 employees, 90% of which are from the sales and marketing
area. The sales representatives are 70% of the headcount of the company.
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The General Manager has rettgrbeen replaced and the new one has a different
approach tdeadershipThe impact was already being felt in all the sectors of the
company. With 70% of the employees always out, the office of this company shows

the ambience of a small company.

4.2.4.2 - Organizational factors

In terms of ICT, the company is wabuipped withupdated technology AS400 as

the central system, HP and DELL for the servers, workstations, and printers. The
system software Windows XP, Microsoft Office 2003, and thdieadpns ERP,
BPCS. PCs and laptops are from HP and DELL. All the congpaegults are
online, nothing on paper. Foeaurityreasons the access to the Internet is centralized
through the centtaservers at the headquarters, in Holland, and thereGsoap
Intranet No ExtranetsThe ICT departmenis small with 3 people working there
plus some outsourdecontractors.Priority is given to the applications for the
operational departments, whether through legacy systems or international software
such aseRP and BPICSThe functional areas of distribution with invoicing,
accounts, finance and payralse CT systems for long Also the international
financial systems connecting headquarters, have always existed, first through EDI
and now using the InternetThe strategy for ICT¢oncerning the acquisition of
hardware and the intt@perational systems, is becoming more and more centralized
in the parent compan The advantages being that negotiations as a whole, for the
Group purchasing, guarantees muchtdsetonditions for all the subsidiaries, and
also a standardization in terms of equipm@dM AS400 and HP and DELLin the

whole Group. So the ICT Managereporting to the Fance Directar has the

responsibility toensure that the Group standards toadgalCT are kept locally.

In what regards hardware and operational systems, we have to follg
guidelines from our headquarters. ICT strategy is decided centrally
in what regards hardware used and software. However, local needs
justified, must be submitted for approval to the parent company
usually are approved. The problem is that sometimes our h
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resources in the local ICT department are so few that priority goes
international systems and to the operational systemsnbparry low
availability for other needs.

Although locally the ICT departmemorks on a budget baseapproved by the
Finance Director anthe General Manager, new ICT systems must also be approved
by the superviag ICT department from the parent comgaiihe compay hadno

strict or limited access to local systeniscal needs if fully justified must be
submitted for approval to the parent company areusually approved.However,

due to the mall size of the local ICT departmegnd its limited humanesources th

priority goes to international systems and to the operational systems, leaving low
availability for the other local needs. With the previdgkeneralManager, the ICT
manager made part of the management team and so partidipatedstrategps of

the company. Nowadayss there is no steering committekscsions areusually
takenbetween the ICT Manager and the Finance Director, on a common sense base.
In management meetings, where the local strategy is analyzed and decided, it is the
Finance Director that represents ICT:

Sometimes it is very difficult for us in ICT to satisfy the needs at
right time, as strategies decided in the management meetings m
the time interfere with ICT, whether through the existing systems
need tomplement new ones, and only at the very last moment p¢
understand the impact of that campaign or strategy on the con
systems. When they come to us, or we figure the problem, tir
already very short to cope with the situation. If the ICT Man:
would have attended the management meeting where that decisiq
taken, he/she could have alerted for the technical implications

The size of the ICT departments is5% of the total headcount of the subsidiary.
From the perspective of the ICT gde, who do their best to satisfy the priorities
decided, they find that they do a good asufficient job. The mat critical
computerized systems have been those related to the marketing, sales and promotion

activities:

They are always very difficult tplease, and the poor results
previous systems is due to their non collaboration and bad use
systems developed
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From the perspective of some of the users, mainly froncdnemercial areathey

claim that their needs are frequently not considexaatiority or if designed and
implemented, they poorly correspond to what was expected. The people from these
areas, by tradition, are the type of individuals that enjoy the face to face dealing, they

are notcomputer mindedand any electronic facility isot well received:

Computer systems are good for the administrative systems. With
is different. | think that our work is more creative and the ICT pe
although showing a good will, difficultly understand our demands
the resultant systemseaalways useless.

The use of desktops is now avaiato everyone in the companyVord, Excel and
Powerpoint, are the tools from the Microsoft Office more commonly used as well as

the email and the Interh®r the search of information:

For safety gestions, the access to the Internet is centraliddok access
to the Internet is through our central servers at the headquarters

However, beyond the spread use and knowl e
and previously through the walkaboutsebvation the researcharould verify <that

there is a general lack of knowledge of ICT and their capab#itie®n ebusiness,

those that had some idea of what it wady thought it is used for order processing.

Only the ICT Managehadsomeidesas of the possible application ofleusiness to

the different sectors of the pharmaceutical companidse product manager

interviewed also gave some suggestions denoting that he is beginning to understand

the potential of dousiness:

I think it can help, fo instance, to contralhe medical prescription. Th
doctor does not keep a record of what he prescribes. If there was a v
through a computer, he could keep that information, it would be very u
| think that something different should be arrashge optimize the freg
times of the reps. It is possible to alter something, but what and
should be very carefully thought.

Regarding the possibility of the function of the medical inforomatepresentatives
be rethought taking advantage of thevredectronic facilities, for their daily work in

contacting the medical doctors, this was consideredlingsteveryone interviewed
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and observed asomething very faaway to be considered or almost impossible,
particulaty from the commercial people:

That is unthinkable! Only in a very, very far away future and even the
will see if there is any logic in that.

The general lack of knowledgendow to use ICT, of the people not only related
with the marketing andsales departments, but alseith other sector of the
companies, including gersdrmanagement, makes them think, as observed by the
researcher that any electronic help to the promotional work carried out would
simply be the replacement of the function of the medical information representative
by a contact with the doctor through the computeAlso electronic mi is
something that most respondents confused with electronic businessnajidriy of
respondents ignore and are not able to visualize other uses of elestopartthat

would brirg a more competitive value to the company and at the same time reduce
the actual expenses. Also, everyone questioned about the reaction that these
professionals (the reps) would have to an alteratiothe way that they work and

are used to workingthoudit that in such a situation, the medical information
representatives would have a strong negative reaction. Notnanthey afraid of

the consequences of the change but tidey fearedhat they could loose the extra
economical bnefits that they actllg have. These benefi@re not extensible to the
people working inside the offices of the companfsthe admin clerk interviewed
referred:

Change the function of the regthd do it with the help of a compute
Ahahah!! Well, 1 do not know how the doc would react, but the rej
would be completely against it, | am sure! And with the danger of losin
excuse for all the benefits (travelling expenses, free working hours, con
car) that they actually have??? Uhmm! That would be a very diff
change! They constitute a large group and are very strong in the comp
The adoption of new technological solutions related with the commercial/marketing

sectos of the company caonly be successfulith theinvolvement of the managing
team of the comgmy, as it happened with the previous general manager, otherwise
the systems may be boycotted due to the negative reamhwards the ICT

department in theompany.
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They have implementedtarritorial management systeta analyze the results of the
fieldwork done by the medical information representativied now finally appears

stable and with a reasonable use. Reps have laptops to register and transmit the
results of the visits done to the doctors. Although they should carry the laptop with
them, people in the companyelievedthat they were not doing so. In fact, the
external observations done by the researcher in the hospitals and health centres
<confirmed that the reps from any company were never carrying a laptop with them
during the daily work so they probablgnter datan the visitsat the end of the day.

Some of the intervievesthought that the reasdor thisis the fear that medical
information representativesave to becontroled by the systenon their working

timetable.

The ICT dpartment carried frequent training sessions on the use of the laptops and
the Internet connection to train the large group of medical representatives, which, by
tradition are dverse to technology. The sales representatives also receive regularly
updatel scientific and commercial training on products and inherent diseases. This
training is usually done in group classes involving teams from the medical,
pharmaceutical and marketing departments. Online training is a project spoken but
not yet put in practie. Growth of Internet usage for online training depends on senior
manages support. Without this, the Internet usage for trainirgymemain a single
terminal in the marketing department. While Internet usageingspread within the
offices, its usageds not been promulgated amongst the representativdyetsdue

to resources constraints and the effort required to bring all representatives together
for training As the researcher observed in the compamgogle did not trust the
collaboration and le full success of this task unless the new general manager would

be more involved in the project, which apparently was not the case>

Besides the results of the visits to the medical doctors which are regi
and analyzed electronically, and which ansidered of great value to tl
company, other activities like the organization of seminars and congt
and the training, as already referred, are not done through the Inte
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think it can help, for instance, to control he medical prescription.
doctor does not keep a record of what he prescribes. If there was a V
through a computer, he could keep that information, it would be
useful. I think that something different should be arranged to optimiz
free times of the reps. It is pdse to alter something, but what and hg
should be very carefully thougbtit.

The lack of knowledgerothe use of ICT inhibits the respondefrtsm thinking of

new ways of doing thingdut when confronted with a suggestion, then they start
thinking it over and ponder the possibilities. On the question if the visits to the
doctors could be improved with the use of a wireless device like a laptop or a mobile
phone, giving immediate access to any information in the company Intranet,
scientific databasg etc., then they could visualize one use of the ICT technology,
and in general, the idea was accepted as a good one; thidysee the immediate
advantage, as referred above.

The younger respondents, being regular Internet users in their free tiewe akout
portals, chatooms, forums or discussion groups. For the rest of them the Internet
meantcheckirg their email, getting some information on holidays and little more.
The use of service allowing exclusive access by the medical and health catymun

to online applications where meetings and interactive discussions would take place,
would be an excellent opportunity for the pharmaceutical companies to introduce
their products and the latest research. Howasesbserved by the researchérese

ideas lie still very far away from the currengality>. There is a common fear of
changing the traditional way of doing things near the doctors, which until now have

proven to workwell:

This is an interesting idea. But there is a lot to do to take tatyarof
the technologie® assisthe visits to the doctors.
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The use of ICT iswith no doubt already considered by all the respondents very
useful in the administrative areas of the organizations, where the quick reply to the

various demands is recogat nowa-days as indispensable:

Computer systems are good for the administrative systems. With |
different. | think that our work is more creative and the ICT pe
although showing a good will, difficultly understh our demands an
the resultng systems are always useless.

However, besides the administrative systems there is a gap between what is being
done by ICT and what is considered necessary by the otheadmomistrative
departments. The ICT people complain that the marketing,, saledical and
regulatory departments are not very clear about what they need fromasCihe

financial assistant remarked:

I donot believe in that; beca
understand anything about computers, andatavant to undestand

and as the researcher observeithe<only systems that have been implemented and
are working, after some unsuccessful attempts in the past, is the talritor
management for the control of visits to the doctors, and that is because it was

imposedoy the General Manager As the ICT manager referred:

Now, we have a new General Manager and the chartgeniendousWith the
previous one, the ICT passed through a period of great development. H
us a great support and was keen in baimglvedin all the needs and deman
of the new ICT systems. Now the situation is like passing from 200 km/h
km/h!!

On the other side, the sales and marketing, medical and regulatory affairs
respondents, refer that the ICT never really understand whan#esl and that the
systems implemented, do not reflect their realifich is more creative than the

administrativereality, where compter systems do the routine work.
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New ICT systems for local needs, once their use is fully proved, can always be
requesed to be implemented, although they will need to go through the allocation list
of priorities that the ICT management decidesconjunctionwith the Finance

Director:

In what regards hardware and operational systems, we have to follg
guidelines fom our headquarters. ICT strategy is decided centrally,
in what regards hardware used and software. However, local needs
justified, must be submitted for approval to the parent company
usually are approved. The problem is that sometimgs human
resources in the local ICT department are so few that priority goes
international systems and to the operational systems, leaving ver
availability for other needs.

On the question of whether the introduction admputerswas the case for
unemploymentas they would replace peoplée respondents all were firm saying
no:

No, | donot t hink SO. Al t houd
because their functions became simplified with the use of the com
not needing so many employeéor the same service; | think that t
problem has more tdo with the fact of thdorgottenconversion of the
available people, to othdunctiors.

From the trilogy that constitutes the customer of the pharmaceutical company, it is
the doctor that ighe first priority of the pharmaceutical companies, although the
other two parts of the trilogy, the patient (mainly) and the government, are also very
important. But all their work i®ocused on he doctor to attain the patiektowever,

the medical dator is not an easy customéelonging toan elitistsocial class he
demandsan interlocutor at his/her scientific level. On the questonhow the
respondents coped with the problem, the majority said that sometimes it was very

difficult to deal withthe situation:

We try to have a privileged relationship with the medical class, and
doctors have an excellent ameation with us, but yes, we have othe
very difficult doctorsthat make our task very difficult.

Although there are now strict laws the kind of gifts that can be offered to the
medical doctors, when asked, the respondents referred that a large group of doctors
would still prefer an expensive gift to, for instance, a scientific informatiohigh

quality.
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As observed by the resebaer, <this industry has a long tradition of an ethical
business, caring for the well being and health of the communifyhings have
changed with the evolution of technology but the mission of the comgartinues

to be the same:

It has changed in thiast years, mainly in the administrative processes
think that the concepts did not change much.

Although some of the respondents said that they had the freedom to challenge
traditional ways of doing things in the comparag, the researcher obseryethey

meant new forms of doing the daily routofeadministrative work.

The pharmaceutical companies create expectations on each employee through a good
planning of each career, giving opportunities for promotlmt demanding good
results. The attitde of ths compaty in general as the researcher obseryeis to

give top level benefits, trainingnd good working conditions so that, in turn, may

demand outstanding performance

My Manager defines strict objectives for my function for each year, &
have to work hard to attain them. If | do them at 100%n | will be fully
rewarded

In this industry, the products (medicines) are subject to strict procedures on the way

that they are stored, handled, and controlled as they haexpary date.As the

researcher observedf< problem is encountered in one unit, the whole production

batch is immediately withdrawn from the market. Storage of the products in large
warehouses is kept under strict rulesemivironmentalkclearliness. Great care is

taken by the pharmaceutical companies about the good condition of their products, as

a defective medicine can damage the comp:

negative effect on business results:

They are products for the health therapy. They cannot betsake: public h any
shop,other tharpharmacies. They have the prices controlled by the Governmen
are subject to a period of patent.
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This company has strongsearch and developmemtits which traditionally have
discovered several very good mades. This fact puts the company in a privileged

position towards the local pharmaceutical market :

This company has research and development in our parent can
which allows us to have new products regularly. When the ps
without new products igoo long, the marketing function of o
company is more difficuldt as
products with requires extra promotional efforts to try to refresh
already known and used product.

In regard to thelevel of salaries, benefitske bonus, company cars, trdeg
expensesthe researcher observed thahey are considered by the people in the
companyabove the average levef other industries in Portugalrewards are given

on the results of sales, stocks, market share andidhuél and group performances
although there were some complains from the people of the financial and admin
sector, including ICT, that the best benefits and salaries are always for the sales and

marketing people>

4.2.4.3 - Managerial factors

The General Manager of this company had just been replaced. The researcher could
observe that geople in general referred that the previous general manager was very
enthusiastic about new systems especially ICT, and the company had passed through
a period of geat development> The way the General Manager runs the company
has a great influence on the loclbsidiaries of theoharmaceutical companies.
Being in size, small and medium enterprises, the decisions of the top leader of the
company interfere directlyn almost all departments. Any decision taken by the
General Manager, would be implementeden if the person or persomns/olved

would not agree. <In terms of ICT, the new general manager had a different
attitude, left all the decisions for the financhrector and ICT manager, not

interfering in the strategyThe result was already being felt by a decrease in the
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level of adoption of the systems by the users, especially the sales and marketing
people> As the ICT manager referred:

Now we have a new Geral Manager and the change is great! W
the previous one, the ICT passed through a period of
development. He gave us a great support and was keen in
involved in all the needs and demands for the new ICT systems.
the situation is like pEsing from 200 km/h to 20 km/h!!

4.2.4.4 - Environmental factors

Hierarchy is an important issue for the local cultdriee researcher could observe
that in this company the atmosphere was more formal and although there was also
certain opennesgithin the different working groups, when imeto express open
disagreement to their managers, respondesmts more reluctant When asked if
anyone had the freedom to challenge traditional ways of doing things in the

company:

| Thefreedom, haslt may k& necessary tstandfor the consequences |

This was mainly evident during the walkabout observatavhere people used to

do remarks to other colleagues on what they disagreed with their Managers, in the
corridors, but were reluctant to say it directly the person in question, probably
afraid of the consequences The majority of the respondents, during their

interviews, referred that they had no reluctance in disagreeing with their Managers:

| have no problem at all in telling my Manager when | giisa with
him/her, in a very constructive way, of course

However, based on what was heard during the walkabout observation, the researcher
concluded that during the interviewshe respondents said what they thought they
should do and not what in fadtey usually @l>.

Heavy bureaucracy and sometimes even bribery, constitute the environment of the

public departments, whether from the government, Bardk other public
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institutions to overcomethis, or even to get a business deal, the respondents
whenever possiblesaid that they wouldise an influential friend or relative that

could helpin solving the situation.

In what regards the transnational culture or the culture from the parent Group, this
influences the culture of the local subsidiary tilgib standards and rules. ICT
strategy is at present strongly centralized, although freedom is given to the local
subsidiary to ask for new systems and solutions to local needs they are fully

justified. As the ICT manager referred:

In what regards hidware and operational systems, we have to fo
the guidelines from our headquarters. ICT strategy is deg
centrally, both in what regards hardware used and software. Hoy
local needs, fully justified, must be submitted for approval to
paren company and usually are approved. The problem is
sometimes our human resources in the local ICT department &
few that priority goes to the international systems and to
operational systems, leaving very low availability for other needs.

Also other areas reflect the culture of the parent company, through international
activities, like Group meetings, headquarters policies and standards, marketing and
financial directives, although, however, in what concerns salaries and other benefits

are digned to local level

The international strategies on the way to promote the products, as \
the international meetings.

All this external interactivity, influences the local organizational culture. The fact
that all the employees dhe companyhave to speak English, likése affect the

company culture.

The existing Portuguese law to the pharmaceutical industry is considered very
political and strict, but worst than that, is not properly followed, what causes

unexpected situations difficult teedl with:

The pharmaceutical industry is always under the constant attenti
Governments and the press, as this industry is in permanent legq
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political negotiation. Strict laws are put in practice, and we have alwa
be attentive to what comeext. But worst than a strict law is the way it
put in practice and followed, which is not always the same. For instan
developed a site with information for women on a contraceptive we
We had to withdraw the site as the information wassictared as :
promotion to the product. However, if a site from any of the exis
organi zations for womend def encg¢
would have no problem

Innovation is the key to combat the competitoiithis company is welpositioned

due to its research and development resources. New drugs are regularly launched,
which means local clinical trials, heavy scientific and promotional training for all
the staff, organization of seminars or congresses for presentation to dnealme
community in the whole country, the submission to the government entities that
regulate this industry and which stipulate the sales price of the product, whether or
not will be funded by thgovernment andn which percentage, and whether it is an
ethical product (needs to be prescribed by a medical doctor) or an OTC product (free

sale without a prescription).

All that our competitors do, affect us directly. If they do a m
aggressive campaign on a product, that can affect the sales of our g
and we have to react to recover from the effect.

Concerning procedures and policidgre are several that have to be followed in the
company eitherimposed by the Group @pecificto the pharmaceutical sector and
which condgkion the business modef this subsidiarywhether controlling the work

done by the sales and marketing areas:

The local procedures that affect us more are those concerning the gifts
doctors.

or by, for instance, the ICT department, where there are some standardgoadhe
use of the Internet, email or the type of sensitive information that can be disclosed to

others, or the procedures for the different levels of purchases:

In our company here in Portugal we have several procedures
policies to follow. Some caused kxternal causes and others interr
There is, for example, the procedure for purchases, which stipula]
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value that each level of management has to sign a purchasing or
when that order has to be passed to the next level for approval.

4.2.4.5 - Discussion of the significant issues

Several factors were identified in the company as influencing the adoption and use of

e-business:

There is an ICT department and the company is well equipped in terms of
hardware and software, following a very strictoGp strategy. All the
hardware and software purchases are analysed and authorized at Group level.
There is a brand standardization through all the Group.

There is the freedom to ask for new systems for local needs that, if duly
justified, can be approveddowever, as the department is small and the ICT
human resources reduced, priority is given to the international and
operational systems.

The attitude of the Leader influences the whole company. With the previous
General Managewho left the company recely, ICT has received a lot of
investment and support and even the ICT manager made part of all the
committees and new projects teams.

The expansion and the use of computers and Internet through all the company
was very quick and they even gave thetfgteps in an -business system
which created an interactive private site with the scientific community and
related with one of the products. However, all the system had to be reviewed
for legal reasons that, as the site was from a pharmaceutical contipany,
subject was treated with a strictness different than if it were from any other
organization.

With the new General Manager, with a different leadership, the impact was
already being felt in all the sectors of the company, mainly the ICT. The
rhythm wa already slowing down. ICT decisions are now only taken

between the ICT manager and the Finance director to whom he reports,



Pagel35

without theinvolvement of any sector of the company, with the danger of
having a partial vision of the priority of the project.

e The ICT managedoes not belong any longer to the Company management
committee. This causes several problems, as decisions ardltakefor the
company strategies which most of the time interfere with the existing systems
without the knowledge of th&CT department When the subject comes to
the knowledge of the ICT people it is some times too late.

e There are two large working subgroups with different attitudes and culture.
Those belonging to the Finance ahdministrative area, and those belonging
to the Sales and Marketing area. The first ones, more used to routine work
and the use of technology, computers, to do their functions, represent at the
maximum 15 or 20% of the company headcount. The second subgroup,
comprising several sectors that go freamrentific, medical, pharmaceutical up
to the commercial, consider computers useful for office work. Besides that,
they have the idea that computers complicate more than help.

e And everything that is connext with the contacts with doctors, is
unthinkabé to use computers Visit is to be done face to face, without any
technology. Even carrying a laptop is coesed a nuisance and a burden by
the reps.

e |t is noted that there are many f@nceived ideas on the use of computers,
and also, the problemsé change in functions or even unemployment that
ICT can cause. There is a lack of knowledge of the potential of the Internet or
other electronic solutions used in favour of the business as well as ICT in
gener al . T h e comnaupiqgationbetweenthe twee sabbgroups,
with mutual recriminations, with the ICT and finance saying that the sales
and marketingpeople are bad users jeopardizing the results of the computer

systems, and tlse claiming that the others do not understand them.



Pagel36

e The doctor is th main objective of all promotional actions. Considered a
difficult and some times unexpected customer, it makes the sales teams to
double their efforts to catch his/her attention.

e In general, the rewarding system is considered good, although the gubgrou
from the finance and administrative area (where ICT is included) referred that
their colleagues from the sales and marketing have more privileges,

considering even them as O0spoil edd.

425 - CaseStudyCompany 3

4.2.5.1 - Introduction

This company with Swg parent culture, shows a dynamic and enthusiastic
atmosphere. It is the product of a merge of three companies all from the same

country.

It occupies a modern building, in a luxury Office Park near Lisbon. The working
conditions are very good, with almasteryone working in aoleoffice room There
are 170 employees, 63% of which is the team of the medical information

representatives.

The internal decoration of the offices is very modern and the majority of the
employees looks with an average age ofveen twenty eight and thirty five years
old. Only the administrators and a few managers looked older. Also the reps team is

very young in age.

4.2 5.2 - Organizational factors

This company is well equippeditiv up to date ICT technology IBMAS400 for the
certral system; HP, DELL, IBM and Xerox for the servers, workstations, PCs,

laptops, terminals and printers; OS400, Aix, Oracle, SQL, Windows XP, for the
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operating systems, databases and main software applicaticeess to the Internet

is available to evemgne in the compan since the security of the central system and
the firewall was installedand an Intranet for the Group No Extranets.The ICT
departmentcomprises 6 people and according to the ICT manager (named Chief
Information Officer) the results nabe considered acceptable. There is also some
outsourcesupport Priority is given to theGroup financialapplicationsand the
operating applicationfr the operational departmentdl the international financial
systems connecting headquartesgre frst done through EDI and now over the

Internet.The strategy for ICTs centralized at the headquarters:

The strategies for hardware and software, of large operating system
decided in the headquarters. A new system can always be proposed
will have, besides the local authorization, to be submitted to the central
to be approved. If duly justified, it is authorized. It can also become a
standard.

This last referred point that a local system, if justified, can become a grodarstan
shows theinvolvement and dynamism of the Group that looks at subsidiaries not
only as subordinate units but also as laterally collaborating units that can enrich the

whole world organization with their local experience.

There areadvantage®f centalized strategies likéhat negotiations as a whole, for

the Group purchasing, guarantees much better conditions for all the subsidiaries, and
also a standardization in terms of equipment in the whole Gandpdisadvantages

due to the smaller flexibilityThe Chief Information Officerreporing to the Finance
Directors, ha the responsibilitytowards the headquartets assure that thé&CT

Group standards are kept locally.

There are local and global decisions. There are meetings with
departments foanalysis of the proposals.

Although locally the ICT department warkn the base of a budget, approved by the
Administrators new ICT systemare decided in the ICT Steering Committee of the

company:

| It exists a Steering Committee to analyse the I@%ds, and the IC]
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| manager makes part of all the regular meetings of all departments. |

Due to the small size of the ICT department iis Subsidiay, although the bigger
proportionally to the size of the company from the four participating companies in
this researchthere is always a heavy burden of work for satisfying both the demands
from the parent company and the local department needs. The size of the ICT
departmentin this company represents almo$ 4f the total headcount of the
subsidiary whichis well above the usual 1 or 2%-rom the perspective of the ICT
people, who do their best to satisfy the priorities decided, they find that they do a
good and enough job. The more critical computerized systems have been those
related to the marketingales and promotional activities. As the Chief Information

Office referred:

Developing systems for the sales and marketing, and also medica
regulatory affairs departments is always very hard as they tell us tha
need one thing and when we implent the system they say that is

doing what they have asked for. It has always been the same!!

although we train them, correct operation of the system is rare, cg
errors in the outputs, and then they come to us saying that the syste
notwork properly! It is always the same with them!

From the perspective of some of the users, mainly from the regulatory, medical,
marketing and salesyhich report to the Business / Marketing Administrator, as the
researcher observedhey claim that the needs are frequently not considered a
priority or if designed and implemented, they poorly correspond to what was
expected. The people from these areas, by tradition, are the type of individuals that
enjoy the face to face dealing, they are compuer minded and any electronic

facility is not well received. As a product manager referred in the interview:

The computer systems are useless in our area; they are go
administrative areas. Our work is creative, we deal with people
we cannot beonstrained by the restriction of systems.

However, it is in tis area of the company, much less computerithed thethere is a
needto introduce computerized systems, to improve their base of information

performance and decision
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Through the intasiews, and previously through the walkabout observatiba,
researchecould verify that<although the people in this company are the best users
of ICT there is a general lack of knowledge of ICT and their capabilit©s e
business, those that had samlea of what it was only thought it is used for order
processing. The Chief Information Officeshowed that héhadalready somédeas

of the possibldirst steps of theapplication of ebusiness to thenain area of the

company; a new private site isibg developed:

That is one way to move forward. Our site will have forums, wi
one can only enter with security. There is, however, the legal aspé
consider

Regarding the possibility of the function of the medical information representatives,
which represent a heavy economic burderthe enterprises, be rethought taking
advantage of the new electronic facilities, for their daily work in contacting the
medical doctors, this was considered by everyone interviewed or observed as

completely imposible. As the medical information representative commented:

That would be unthinkable as medical doctors are adverse to techr
andif we stop visiting them in person, as it had always been, and
contacting them through email, the promotion of gheducts would no
have any success at dtlwould be a disaster.

Also electronic mi is something that most respondents confused with electronic
business. Some of therespondents ignodeother uses of electronic facilities that
would bring a moreeompetitive value to the company and at the same time reduce
the actual expenses. Alsas observed by the researcheweryone questioned about

the reaction that these professionals (the reps) would have to an alteration to the
way that they work and th#tey have alwaysahe thought that in such a situation,

the medical information representatives would have a strong negative reaction
Also observed rot only they were afraid of the consequences of the change but also
that they could loose the extracmomical benefits that they actually have, and
which are not extensible to the people working inside the offices of the cormpanies
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Actually the territory management systems, to analyze the results of the fieldwork
done by the medical information repressives, are now finally apparently stable

and with a reasonable use. Reps have laptops to register and transmit the results of
the visits donéo the doctors. Although they should carry the laptop with them, and
enter data just after the visit, they ll@t the end of the dayThis companythought

that the reason is the fear that medical information representativesof thecontrol

that the application could do on their working timetable

They only have theminceone hear ago. And they do not knbew to use
the system very well. They only do the essential. Butalrsadynoted the
feedback of an information much more updated than before.. On the
side they are afraid of being controlled on their free time between visits
example, theypnly enter the results of the visits at the end of the day, ing
of doing it upon each visit, fearing that we may control where they
during the day.

Frequent training sessions on the use of the laptops and theetrtennection have
been caied out to train the large group of medical representatives, which, by
tradition are dverse to technology. The sales representatives also receive regularly
updatel scientific and commercial training on products and inherent diseases. This
training is usally done in group classes involving teams from the medical,
pharmaceutical and marketing departments. Online training is a project that is giving
its first steps, as the sales efficiency effectiveness manager referred:

| We start thinking in that. They evalready have a small test program |

Growth of Internet usage for online training dependshenadministratiorsupport.
Without this, the Internet usage for trainingaynremain an unused system in the
sales andanarketing department. While Internet usagéeingspread inthe offices,

the researcher observed thats<usage has not been promulgated amongst the
representatives as yet due to resources constraints and the effort required to bring

all representatives together for training
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Besides the redts of the visits to the medical doctors which are registered and
analyed electronically, and which am®nsidered of great value to the company,
other activities like the organization of seminars and congresses and the training, as
already referred, aneot done through the Internet. Some of the people interviewed

are looking at technology as something that can help optimize this sector but they
want to move with care:

As | said before, | think that technology could help a lot. It must howev
very well analysed, as at present. Done in the traditional way, the resu
very good although highly costly. However, hospitals and Health Centre
adhering to ICT so quickly, that a new pressure can come from outs
inside of the company, in theense of new restrictions being created to
personal contact with the doctor and other new facilities having to be use

The lack of knowledge of the use of ICT inhibits the respondents to think of new
ways of doing things but when confronted witeugestion, then they start thinking

it over and ponder the possibilities. On the question if the visits to the doctors could
be improved with the use of a wireless device like a laptop or a mobile phone, giving
immediate access to any information in tlmnpany Intranet, scientific databases,
etc., then they could visuadizone use of the ICT technolodg.general, the idea was
accepted as a good one; they could see the immediate advantage:

Oh yes, that would be very interesting! When | hpaopletalk about
wireless, | thought we could access the Internet, to see the mail. | d
know we could contact the company and get the information the d
needed at that moment, right away (I think they call the Intrane
somet hi ng si miWwoald Be) of greatetelp to tdd a tgo
impression during the visit to the doctors.

The younger respondentgere regularusers of thiternet in their free time.The

others only used the Internet for searching informafite use of the Internet, with

an exclusive access, for the medical and health community, where they could meet
and discuss online and interactively their experiences and where the pharmaceutical

companies could also have access, introducing what is being done in investigation
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and giveinformation about the existing products, as the researcher obsemasd <
something that never had occurred to their minds that could be done in a business

environmert.

The use of ICT is no doubt already considered by all the respondents very useful in
the administrative areas of the organizations, where the quick reply to the various

demands is recognized nowadays as indispensable:

| cannot imaginetoday, invoicing, payroll, accounts, sales statist
inventory control and all this sort of administvatiactivities, witlout a
computer system.

However, with the exception ofthe administrative systems there ssll a gap
between what is being done by ICT and what is considered necessary by the other
departments. The ICT people complain thatdbmeanercial area of the compamye

not very clear about what they me&om ICT, and the only system that Hasen
implemented ands working, after some unsuccessful attempts in the past, is the
territory management for the control of visits to the doctergch was imposed by

the General Manager:

Developing systems for the sales and marketing, and also medic
regulatory affairs departments is always very hard as they tell ug
they need one thing and when we implement the system they say
not doing what they have asked for. It has always been the same!!
although we train them, correct operation of the system is rare, cg
errors in the outputs, and then they come to us saying that the
does not work properlylt is always the sae with them!

On the other side, thpeople from the commercial areefer that the ICT never
really understand what they need and that the systems implemented, do not reflect
their reality which is more creative than the administrative areas, whereutmp

systemgrocesghe routine work:
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The computer systems are useless in our area; they are go
administrative areas. Our work is creative, we deal with people, ar
cannot be constrained by the restriction of systems. And they d
understad our needs for creativity.

Once their use is fully provedew ICT systems for local needs, can always be asked
to be implemeted, although they will need to respect fiv@rities decided bythe
ICT Steering Committeand subject to the approval okttocal administration and

Group

| am free to suggest and ask for a new ICT system. However, my r¢
must be fully justified referring the advantages expected, be approv
my manager and then passed on to the ICT department for decis
the posdiility of implementingthe request or not

Whensome years agogomputers started to be introduced in the organizations, there
was the generalized feeling among workers that it would be the cause for
unemployment as they would replace people. Thiscaased by the fear of change

and lack of knowledge of what the computers could do, and it reflected the stage of
computerization that existed in that organization. The respondents when asked their
opinion about the fact that computers were the actualecaftisinemployment in

Portugal, all were firm saying no:

No, I dondét think computers
the routine work in the companies, and get more on time
accurate information to help business. 1 think that with compt
some of théunctions had to be readjusted.

From the trilogy that constitutes the customer of the pharmaceutietry, it is the
doctor that is the first priority to thcompaty, although the patiens indirectly their
mainconcern But all their work is oncentrated on the doctor to attain the patient:

I would say that the patient is our major concern, but it is through the @
that we come to the patient. So, in fact our main priority is the doctor, g
near him/her that we can introduce our piidu

However, the medical doctor is not an easy custoaeerthe researcher observed

<making part of an elitist working class and demanding an interlocutor at his/her
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scientific levet. On the question how the respondents coped with the problem, the
majority said that sometimes it was very difficult to deal with the situation:

With much diplomacy and patience. There are difficult doctors but also
are also others with an extraordinary collaboration.

Although there are now strict laws on the kiofdgifts that can be offered to the

medical doctors, when asked, the respondents referred that still a large group of
doctors would prefer an expensive gift to, for instance, a scientific information of

good quality.

This companyhas a long tratlon of ethics, as a carefor the well being and health
of the community. Things have changed with the evolution of techndiagyhe

mission of the compangontinues to be the same:

In terms of industry tradition related to its mission, | would say thastilis
the same. As for the business processes, they have changed follow
evolution of the times, with the introduction of technology and the lega
governmental changes arisen in the industry.

Some of the respondents said that tliely at easdo challenge traditional ways of
doing things in the company, they meant new forms of doing tlig dautine

administrative work.

The pharmaceutical companies create expectations on each employee through a good
planning of each career, giving opportigst for promotion but demanding good
results. The attitude of the industry in general is to give top level benefits, training,

good working conditions so that, in turn, may demand outstanding performance:

All of us have a plan of objectives or career.hdis a certain degree
demand but it is reasonable. It is discussed between both parts.

In thiscompany like in all the others studiethe products (medicines) are subject to
strict procedures on stge handing, and controlof the expiry datesAs the
researchr observed # a problem is encountered in one pack, the whole production
batch is immediately withdrawn from the marketStorage of the products in large

warehouses is kept under strict rules of dieess and healthy environments. Great
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care is taken by the compaaverthe good condition of their products, as a defective
medi cine can damage the companydés good
on business results:

Well, what can | say about the characteristicghaf products of tlsi
industry? They are medicines, to treat diseases, and so for public h
They are sensible products, have to be treated since the productio
storing, with great care, in very clean places. They do not have g
life as they are subject to a lidity date. Pharmacies return ti
medicines to the pharmaceutical companies, before the expiry d
they are not sold and are credited for that value. When they firs
launched in the market, they are protected by a patent period.

This companyhas a long tradition in researeimd developmentaving discovered
many of the best medicines in the therapeutic areas they are spedralitbi fact

makes them one of the most important companies in the pharmaceutical :market.

The production of new nbecules is essential for the stability of
pharmaceutical company.

On what regards the rewards system and measurememgeniaral the level of
salaries, benefits like bonus, company cars, lliage expenses, are above the
average level of other induss in Portugal; rewards are given on the results of sales,

stocks, market share and individual and group performances:

Yes, we are used to having a salary and rewarding system that m
us to do our different functions. Of course that the group 1
privilegedis that of thesales people but the rest of us, also receive g
rewards when the results of our work is adaag or above what wal
expected.

4.2 5.3 - Managerial factors

The way the General Manager runs the company has a greanc#lwn the local
subsidiary This company is very decentralized, although local administration is
responsible for the local strategygvolving commercial, legal and governmental
activities. And being the decisions for the local systems in the hande dbdhl

na
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management, if this is not sensitive for the ICT potential, any initiatitenthg arise

will not go forward:

He (the general manager) is the sole total responsible for the use
system. | would have to accept if it followed the compaagdards.

The researcher observethat this company reflected a dynamism that was beyond

the parent culture and strategy, it was caused by the local administration. The
administrator interviewed in fact was one of the people more ICT minded of the
interviewees, and although needed more clarification on what visi@ess and its
potential, he already had some idea that the computer could help to optimize or do
new things for the company, mainly the commercial area which is the less advanced

in ICT use>

Being in size, small and medium enterprises, the decisions of the top leader of the
company interfere directly in almost all departments. Any decision taken by the
administration would be implementedven if the person or persomwolved would

not agree. As the researcher observeth ¢erms of ICT, the direct support of the
administration to the introduction of a new system, is the one of the main points that

contributes tesuccess.

4.2.5.4- Environmental factors

The influence oftie parenGroupculture, is feltin the culture of the local subsidiary
through standards and rules. ICT strategy is at present strongly centralized, although
freedom is given to the local subsidiary to ask for new systems and solutions to local

needs, once they are fully jifsed:

The strategies for hardware and software, of large operating system
decided in the headquarters. A new system can always be proposed
will have, besides the local authorization, to be submitted to the central
to be approved.f Huly justified, it is authorized. It can also become a gr
standard.
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Also other areas reflect the culture of the parent company, through international
activities, like Group meetings, headquarters policies and standards, marketing and
financial directives, codes of ethics, or principles to be followed by human resources,
although, however, in what concerns salaries and other benefitthpgideflectthe

local countrylevel:

We have strict standards to follow from our parent company in

conceris working conditions, and a code of ethics, which all

subsidiaries have to follow, but salaries and benefits are left to be
based on the local level of life.

This is the only company that shows a strong activity on business ethics, covering al
the sectors of the company and which is introduced by a Group pélicthis
external interactivity, influences the local organizational culture. The fact that all the
employees ofthe company have to speak a foreign language, usually English,

likewise affect the company culture:

Speaking at least one foreign language, usually English, is -a
requisite in the staff recruitment in out company; for all functig
whether for the written contact with our parent company or the

subsidiaries, throuyg the email or other, or to attend internatio
meetings

Hierarchy is an important issue for the local culture. I8 tompaly there isa
certain openness the relationshipvithin the different working groupgut when it
comes to express open aigeement to their managers, respondents are cautious.
The majority of the respondents, during their interviews, referred that they had no

reluctance in disagreeing with their Managers:

| have no problem at all in telling my Manager when | disagree
him/her, in a very constructive way, of course

Heavy bureaucracy and sometimes even bribery, constitute the environment of the
public departments, whether from the government, Bardk other public
institutions to overcomethis, or even to get a bugss deal, the respondents
whenever possible, use an influential friend or relative that could help in solving the

situation:



Pagel48

You know how it is! If you do not know important people in ¢
country, you go nowhere! Whether to get a job, or to obtain atg
from a Bank, or to solve a situation in any of the governn
departments, or even to have an appointment in a public hospita
a specialist, you always have to use your influential friends
relatives! Another way would be to invite to lunch thergon
responsible for the decision | need; you know that in our countr

mo st I mportant things are de
expensive gift! That always works! Otherwise, we stay at the er
the queue!!!

and this conditions the way totan the company.

Concerning legislationhe exisentPortuguese lawn thepharmaceutical industry is
considered very strict, but worst than thats not properly followed, what causes

unexpected situations difficult to deal with:

| think that at tis moment isat the European level. The problem is t
not always is put in practice.

As the researcher observethere is a constant negotiation between Apifarma, the
Organization representing the pharmaceutical industry in Portugal with the different
Governments, trying that legal things do not pass the frontier of what is considered
reasonable.

The local individual values and attitudes are fair play, consideration for others,
tolerance and deference in a collectivist society. If hurt, offendedobested by
others, the Portuguese in general do not respond with an aggressive attitude and
show a soft tolerance towards others.

usesao:

If someone hurts or offends me, | may at first have a strongeadmi than
I think that maybe my aggressor is not very happy to act that way, or
strong motive leading his attitudes and | try to calm him/her down and
things in a social way. At the beginning | may decide to keep some dig
to avoid furtler problems, but if he or she comes back and talks norm
keep no offence and act as things never happened. | have no resen
We al | have our bad days and pr ¢
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Innovation is the key to combat the competitoFbe company can only surviveith

good and new medicines, of recognized qualifthe launching of a new product,
meandocal clinical trials, heavy scientific and promotional training for all the staff,
organization of seminars or congresses for presentation to the medical community i
the whole country, the submission to the government entities that regulate this
industry and which stipulate the sales price of the product, whether or not will be
funded by the government armh which percentage, and whether it is an ethical
product (neds to be prescribed by a medical doctor) or an OTC product (free sale

without a prescription)And all this to stay ahead of the competitors:

Of course that all the actions of our competitors have to be takg
consideration and so, influence our bussngocess.

There are several local procedures and policies that have to be followed in the health
sector, specifically in the pharmaceutical sector and which condition the business
model of thelocal subsidiarie, whether controlling the work done by theles and

marketing areas:

There are always new policies and procedures that we ha
follow, whether legal or as guidelines. For instance, now ther
new local laws on the promotional gifts that we can offer to
medical doctors, but besides thatir own company created sor
internal procedures on the sort of promotion that we are allow,
follow and do during our visits to the doctors. | agree that be
whenthere was no control on the gifts offered to the doctors, \
were easier. Aine gift would always leave the medical doctor
a better disposition to hear what we had ta say

or by, for instance, the ICT departmeas, the researcher observaghere there are
some standards on the good use of the Internet, email or the typnofive
information that can be disclosed to others, or the procedures for the different levels

of purchases.

4.2 5.5 - Discussion of the significant issues

Several factors were identified in the company as influencing the adoption and use of

e-business:
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e The company shows a dynamic and enthusiastic atmosphere.

e There is an openness to the use of ICT in the company processes and this is
supported and motivated by the administration

e ICT is considered useful for all areas of the business althoughtyn®
given to international Group systems and operational systems. The ICT
manager makes part of all the main strategic meetings of all departments.

e The use of ICT for the doctors visits is looked cautiously although in the
future it is expected thalé¢ reps function change

e The marketing but mainly the large team of reps is considered adverse to
technology and difficult users. Also they fear that computers may control
their free time. On the other side, sales and marketing people complain that
ICT people do not understand their creativity and the subjectivity of dealing
with people as they claim they would need more divulging of ICT potential
for their information.

e However, it can already be noted that some people start having good ideas of
how to usdechnology to get better results the commercial work.

e The company is subject to several Group standards. The Group is very strict
on ethics, which standards have to be followed in all the company areas,
including marketing and human resources.

e The reslts of the company based on the traditiomatking ways of the reps,
are good. So itis thought that great care must be taken to any change towards
the use of ICT especially as this would certainly unstable the sales team.

e A new pressure to use ICT mhgwever come from the outside, as the public
hospitals and health centres are adhering very quickly to the use of
computers. The existent Government has implemented a technological plan
for all the public institutions which is being implemented very fasli the
areas, including the health sector.
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e This company considers that the pharmaceutical market has a culture of its
own, beyond organizations.

e Company rewards and payments systems are considered very good. The
existent alternate conditions are algywmotivating. Everyone has an yearly
plan of objectives adapted to the function.

426 - Case 8idyCompany 4

4.2.6.1 - Introduction

This company is the largest of the companies studied, with 370 people working in the
local subsidiary. It is run by a managent team headed by the general manager and
comprising the directors of the main areas of finance, commercial, operations,

medical and human resources.

The parent culture is now British/American, havingdergonethrough several
mergers during the last Mgars. There is no local production, the company is only
marketing driven and even the warehouse of the products is now being considered to
be outsourced. Products are imported from the factories in Europe. The actual
company reflects a mixture of pasftferent strategies and is now heavily centralized

in the UK headquartersvhich control the whole European operations. 30% to 40%

of the decisions can be taken locally. The rest is for the Group to decide.

The company is located in a whole modern buildus outside Lisbon, with very
good working conditions for everyone aiglthe one amonghe four companies
studiedhavingmore space per worker. Almost everyone works in a spacious office,
with large windows and the corridors have the double of thd usd#n. There is an
auditorium with the latest technology and decoratidrerescientific meetings and
seminardake placewith surrounding rooms for all the concerned catering, besides

several meeting rooms with different capacities available to argritiegnt.
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This company was long established in the Portuguese market, since 1974, and very
quickly attained the first places in the pharmaceutical marketuhich maintains

with products covering a wide range of therapeutic classes.

4.2.6.2 - Organizationafactors

In terms of ICT this company is well equippedttwup to date ICT technologly
IBMAS400 for the central system; HP for the servers and printers; DELL for the PCs
and IBM for the laptops; SAPOS, 0OS400, SQL, Windows XP, SAP for the operating
systens, databases and main software applicati®hsre are no restrictions to the
access to the Internand all the employees are allowed to use it since the security of
the central system and the firewall was instaladan Intranetfor the Group in UK

No Extranets.The ICT departmentcomprises 3 people plus 1 outsource and
according to the ICT manager (named ICT Country Lead) the results can be
considered acceptable for the normal daily stgtus When large projects have to

be implemented there is amayload. Due to this, a central department was created to

give some support:

Because of the overload, central European centres were created
taking care of some infrastructure daily tasks

Priority is given to theGroup applicationsand the operatg applicationsfor the
operational departmentsAll the international financial systems connecting
headquartersyere first done through EDI and now over the Interfibe strategy

for ICT is centralized at the headquarters:

The strategies for hardwamnd software, of large operating systems,

decided in the European board of ICT in the corporate headquarters.

system can always be proposed, but it will have, besides the

authorization, to be submitted to the central group to be approtede are
no restrictions if it is compliant with strategy and return on investment (
proved by facts
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The ICT Country Leadreporing to the Finance Directphas the responsibility
towards the headquartets assure that the Group standards towd@Is are kept

locally.

There is no steering committee and the priorities are analysed and decided between
the finance director and the ICT country lead. Any new system or technology is

hierarchically introduced to the company.

Due to the small size ohé ICT department in ihsubsidiay, which makes this ICT
department the smallest proportionalbythe size othe companies studied (with the
exception of company 1 that has no ICT department) in this reséaech,is always

a very heavy burden of wér for satisfying both the demands from the parent
company The localneedshave a minimum priorityThe size of the ICT department

in this company represents less th&ba &f the total headcount of the subsidjary
which is under the usual 1 or 2% rom theperspective of the ICT peopliey have

no power of decision to get more human resources and so they attend their main
priority which are the ongoing operations of the international systems, which are
complex and demanding, and tieeir beston the supp of the daily operational
problems. As the researcher observéadhke | CT peopl e concentra
requirements and any other needs are not even considered, with the exception of one
report system to register the visits of the repsPhe more critial computerized
systems have been those related to the marketadgs and promotional activities.

As the ICT country lead explained, they even implemented previously two report
systems that without the support of the management team were boycotteel by th

sales team:

The systems for the sales and marketing, are always very hard as they
that they need one thing and when we implement the system they say
not doing what they have asked for. It has always been the same!! An
opinion is nore taken in consideration by the general manager thai
explanations. And although we train them, the incorrect operation @
system cause errors in the outputs, and then they come to us saying

system does not work correctly
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However, aslte researcher observethis is the company with more complains from

the users of the others departments, including even from the administrative areas.
They were sceptical about the efficiency of the ICT, as their needs were never taken
into considerationThey had to use the standardized operational systems, every time

less flexible than before and much of the work they have to do is not contemplated by

the computer systems>.

All the commercial area that is well equipped with PCs and laptops, do noammave
computerized systems to their own special needs. The researcher obséated <
there are no Internet systemsit is in ths area of the company, much less
computerizedthat thethere is a neetb introduce computerized systems, to improve

their baseof information performance and decision

Through the interviews, and previously through the walkabout observdhtien,
researchecould verify that<the people in this company are good PC users but lack
a general lack of knowledge of ICT and their abpities. ICT was frequently
referred in a depreciative way. & was no knowledge oflmisinesspotential>.

Even the ICT country lead when asked of whhusiness was, gave a vague reply:

Very useful and potentially a monsgver tool, reducing resmes and
speeding up processes

Regarding the possibility of the function of the medical information representatives,
which represent a heavy economic burden for the enterprises, be rethought taking
advantage of the new electronic facilitigs, their daly work in contacting the
medical doctors, this was considered by everyone interviewed or observed as

completely impossibleAs the sales supervisor referred:

We have to be careful and not
moment the way the visi are done, face to face, we have establish
good relationship with the doctors and the results obtained are
good. The doctors express a negative opinion of the use of compu
we start using them to help the visitay we incur in the probality of
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indisposing the doctor against us and he not reggivs. There are s
many other things that the computer can help!!
E-mall is someimes confused by thespondents with-business.In general, as the

researcher observedthere was ageneralzed illiteracy on the potential of -e
business, although some of the people showed to be a good PC userahfbrask
new minor facilities related with PC systemsAlso observed that concerning the
use of electronic systems to help the visitrelveas ageneralizedpinion that ¢here
would cause a strong adverse reaction from the reps,oaomy were afraid of
loosing their job and be replaced by a computer, but dlsat they could loose the
extra economical benefits that they actually have, andiwdiie not extensible to the

people working inside the offices of the companies

Actually the territorialmanagement systenthatanalyze the results of the fieldwork
done by the medical information representatives, are now finally apparently, stable
(after two ursuccessful attempts in the past)d with a reasonable use. Reps have
laptops to register and transmit the results of the visits done to the ddotting

company The ICT country lead opinions that:

It is not simply the laptop usage by theps that has increased t
competitive advantage of the company on its own, but the correct usi
the applications with correct configurations and with the r
requirements/facilitie$ that is where the competitive advantage resides

The sales maresentativesreceive regularly updated scientific and commercial
training on products and inherent diseas@sl alsdrainingon how touse the report
system. This training is usually done in group @assvolving teams from several
other departmentsf the company. #raining for the reps has been implemented in
the past, during the period of a general manager very ICT participative, but it has
been abandoned. In fact as the researcher obsettvedcampany in the past passed
through a period of g development in computer systems, with very potential
solutions to the local needs and later on with the successive mergers, the ICT
resources were reduced and priority is every time more concentrated on the central

systems, what explains the somewhsitldsion people express with ICT>.
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Besides the results of the visits to the medical doctors which are registered and
analyzed electronically, and which is considered of great value to the company, other
activities like the organization of seminars anchgresses and the training, as

already referred, are not done through the Internet or the computer:

It looks interesting! Now that you refer that, | can image what coul
done with the computers and Internet in this area. We would nee
someone coulcexplain and clarify us with the potential of this ng
technology so that we could have new ideas on how to use it in ben
our work! But that never happens with our ICT colleagues. They
always busy with their work!

The lack of knowledge of thaese of ICT inhibits the respondents to think of new
ways of doing things but when confronted with a suggestion, then they start thinking

it over and ponder the possibilities.

The use of ICT is no doubt already considered by all the respondents usil in
administrative areas of the organizations, but there was a general complain that much

more could be done:

We now have this new system, | think is called SAP,iaminot at all
flexible. There are a lot of requirements | have to optimize my wotk
are not considered. Why , | don
not possible to do. The ICT people do not have the availability to cl
us. In the past we have had other systems that have been desig
our needs and we were much betswed

As the researcher also observethere is a gap between what is being done by ICT
and what is considered necessary by all the departments in the comp@ng ICT
people complain thagpeciallythe commercial area of the compaisynot very clea

about what they need from ICT, and the only systems that have been implemented

and are working, after some unsuccessful attempts in the past, is the territory
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management for the control of visits to the doctors, and that is because it was
imposed by th&eneral Manager and the Marketing Director.

On the other side, thesers and not only from the commercial anefar that the ICT
never really understand what they need and that the systems implemented, do not
reflect their reality which is more creatiiban the administrative areas, where

compuer systems do the routine work.

New ICT systems for local needs, once their use is fully proved, can always be asked
to be implementedyut attheend they can never be considered as the scarce human

resource®f the ICT are absorbed with the international and operational systems.

When computers started to be introduced in the organizations, some years ago, there
was the generalized feeling among workers that it would be the cause for
unemployment as they walteplace people. This was caused by the fear of change
and lack of knowledge of what the computers could do, and it reflected the stage of
computerization that existed in that organization. The respondents when asked their
opinion about the fact that ogputers were the actual cause of unemployment in

Portugal,some agreed others said that

Yes, but not entirely. Also the absence of computer systems that
lead to modernization may be a cause of bigger unemployment nur
| agree that the introduon of computers forces the restructure of sq
old functions that disappear.

From the trilogy that constitutes the customer of the pharmacemiiestry, it is the
doctor that is the first priority to thcompaty, although the patien$ indirectlytheir

mainconcern But all their work is concentrated on the doctor to attain the patient:

The doctors, | believe, but the patient is becoming more important and
of focus, through their newly born associations
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However, the medical doctor it an easy customeas the researcher observed
<making part of an elitist working class and demanding an interlocutor at his/her
scientific levet. On the question how the respondents coped with the problem, the

majority said that sometimes it was velifficult to deal with the situation:

In our company, according to our new code of conduct, there &
exceptions or privileges to certain types of doctors. All of them |
be treated the same way

There are now strict laws on the kind of giftsttican be offered to the medical
doctors,andwhen asked, the respondents referred tti@tcompany is very rigid on
gifts and that they think that the majority of doctors would now predentific

information of good quality.

Up to a certain time, thisompany was a very traditional one but with the successive
merges and the mixture of strategies and cultures, now they find themselves in a

new born organization with a mixture of traditions and new routines.

The pharmaceutical companies create expectsibn each employee through a good
planning of each career, giving opportunities for promotion but demanding good
results. The attitude of the industry in general is to give top level benefits, training,

good working conditions so that, in turn, may dethaatstanding performance:

All of us have a plan of objectives or career. The performance is eva
and according to the real performance indicators, we get the ra
salaries and bonus.

Concerning the products, this company has decided to oaésthe warehousing of
the products although it is up to them to make regular auditing to the premises where

the products are kept.
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The original Group of this company, already had a long tradition in resaacth
developmenthaving discovered many dfi¢ best medicines in the therapeutic areas
wherethey are specialized, and now with the1iast mergers with other Groups also
with good research and development units, that position is even stronger. This fact
has allowed tem to stay as one of the begharmaceutical companies in the

pharmaceutical market.

4.2.6.3- Managerial factors

Although this is a larger company than the other three studied, the researcher
observed that through several comments made on the past and actual cothagny <
the way the Greral Manager runs the compasyill has a great influence on the
local subsidiary mainly on the local needs as the Group and operating systems are
controlled by the headquarters with no interference from the local manageéis
company is the one thas more decentralized and this decentralization absorbs all
the ICT resources. Only through the interference of the general manager, increasing
the resources of the ICT department and supporting the claims for the local needs,

could this situation change:

If our general manger would pay any attention to our claims, maybg
situation could change, but he had always been a marketing special
does not understand computers so he leaves all this subject to be a
and decided by the Finance direcémd the ICT country lead which &
only concerned in satisfying t

So according to what the researcher obsentldse in the company that had passed
through the period of great development of ICT, are thetmohappy withthe
actual situation of the ICT in the company; those that came from the other merged
groups or that adhered to the company more recently, accept better the situation

assuming that is a company strategy>
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In this company, although much larger than theen 3 companies studied, with its
370 employees, 226f whom aremedical information representativessually on the
whole only 150 people arn@ the offices (in Lisbon, Coimbra and OportolReps

come to the company once every four weeks, and due tolahge number (100 in
Lisbon, 50 in Coimbra and 70 in Oporto), or their meetings are done locally or when
they have to join all of them together, that meeting is organized in a hotel. So, in fact
in size, is still a medium company and the effect oftpedy of t he gener al
leadership affects the way the company workey decision taken by the
administration would be implementedven if the person or persomsolved would

not agree. As the researcher observedh ¢erms of ICT, the direct suppoof the
administration to the introduction of a new system, is the one of the main points that

guaranteesuccess as it was the case with the reps

4.2.6.4- Environmental factors

The parentGroup culture interferes inthe culture of thedcal subsidiary through
many standards and rules. ICT strategy is at present strongly centralized, although
freedom is given to the local subsidiary to ask for new systems and solutions to local
needs, once they are fully justifiedthough there is neveime or opportunity for
them.

Also other areas reflect the culture of the parent company, through international
activities, like Group meetings, headquarters policies and standards, marketing and

financial directives, codes ebnduct

We have stricstandards to follow from our parent company in w
concerns all the departments, but mainly in ICT.
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All the employees ahecompany have to spe&nglish:

All of us have to speak English. It is a condition to be admitted tq
company. It is nessary for our daily work, not even for those t
have to travel and have meetings with the other subsidiarieg
headquarters, but also that many systems and documentation, ¢
phone calls, are done in English

Hierarchy is an important issue ftwe local culture. In iB compaly there isa

certain opennesm the relationshipwithin the different working groups, when it
comes toexpress open disagreement to their managers, respondents are cautious.
The majority of the respondents, during theterviews, referred that they had no

reluctance in disagreeing with their Managers:

| have no problem at all in telling my Manager when | disagree
him/her, in a very constructive way, of course

However the researcher observed th#tere was notmuch openness in this
company, and people had the habit of commenting things that they did not agree in
the corridors as gossip, but did not have the courage to confront their managers with

that, although in the interviews they said the opposite>

Heavybureaucracy and sometimes even bribery, constitute the environment of the
public departments, whether from the government, Bardk other public
institutions to overcomethis, or even to get a business deal, the respondents
whenever possible, use anlugntial friend or relative that could help in solving the

situation:

Well, if 1 know someone with influence in that public institutior
would certainly use it to speed up things
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As the researcher observedApifarma, the Organization representinghet
pharmaceutical industry in Portugal with the different Governmeotsyhich the
general manager of this company belongs, is in constant negotiation with the
governmentsrying that thingsstay within what is reasonable>

Concerning mnovation consideedthe key to combat the competitors, the launching

of new productsputs the company in a stronger position towards the competitors.

There are several local procedures and policies that have to be followed in the health
sector, specifically in the phaaceutical sector and which condition the business
model of thdocal subsidiaris.

4.2.6.5- Discussion of the significant issues

Several factors were identified in the company as influencing the adoption and use of
e-business:

e Policies and decision takenasound 60%doneby theheadquarters, leaving
for the local subsidiarg 40%capacity of decisiotaking

e The company is run by a management team, headed by the general manager

e The ICT manager, named ICT country lead, reports to the finance director.
Thereporting of the ICT has been in constant change during the 12 years of
the three mergers. The decisions are taken between the finance director and
the ICT country lead, once the general manager does not involve himself. The
ICT steering committee, altholigstill existing, lost its importance and rarely
takes place.

e The ICT department, which is very small, less than 1% of the headcount of
the company, only has the capacity to support the international Group
systems and the daily work of the operating systeithe local needs are left
behind.
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e The whole activity of the company is focused on medical doctors although
the patient is now growing in importance through the associations. The visits
to doctors continue as traditionally, done face to face withouhtederence
of any technology. Laptops are used to register the details of the visits, <
are never carried by the reps during the dags observed by the researcher.

e This company follows very strict codes of conduct concerning gifts and
publicity which have to be strictly adhered to by all medical information
representativesthe main mediators between the company and the doctors.

e The other commercial activities, like the organization of seminars, training,
promotions, are done as traditionally, with¢he use of a computer.

e The adoption of ICT systems by the sales team already had two unsuccessful
attempts in the past due to the boycott of the reps.

e The Internet, accessed by everyone in the company, is used mainly for
searching information. Thereeano ebusiness systems as yet. The previous
general managewho was more sensitive to the use of technology in favour
of the processes of the company, wished to invest in thésbatewith the

change to the new general manager, things have not pursties direction



Pagel64

CHAPTER 5 - ANALYSIS OF THE CASES

5.1 - Introduction

In this chapter the data collected in the four case studies is discussed, analysed and
interpreted. Cognitive mapping was the methodology of analysis chosen for this
research as referred and duly justified in chapteMaps were drawn individually,

based on the individual interviewand aggregated, first by company, based on the
themes of the individual maps, and aftby industry, based on the aggregated

company maps

5.2 - The structure of the analysis

5.2.1 Individual cognitive maps

Individual interviews were held with each of the members of the four collaborating
companies at their workplace, as described in chapter 4. Following the intetiveew

researcher analysedethranscript to extract the themes or elements. The researcher
considered what it was a 61l ogical order 6
each other element in terms of cause and effect relationship. Following this study of

the interview, thereser cher was abl e to draw the 24 ir
cognitive maps (Fig. 5.1 illustrates an example) which represented the unique way in

which each of the individuals viewed the several issues spoken during the interview.

Each map consisted df h e me s or el ement s expressed i
language, with causal linkages between those elements. Next, the researcher
examined the elements and clusteany elements which were thought to have
essentially the same meaning, thus effectivelycady the total number of elements

and producing another 24 second individual cognitive maps, resumed. Figures 5.2 to

5.5 illustrate four examples of the resumed individual cognitive maps of the

participants.
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The whole 48 individual cognitive maps (24 aletd plus 24 resumed) can be found

in the second volume of this thesis containing all the fieldwork data. However, for

illustrative purposes, some more examples ase aicluded in the Appendix C of

this first volume of the thesis.

The maps representfidirent levels of seniority and roles and are used to explore

potential differences within the organizations under study.

It is natural that different members of a group have different individual in&ps

almost impossible to imagine that there cooddtwo identical individual maps. The

comparison of cognitive maps allows to identify similarities and differences between

individuals, develops an instrument for measuring agreement of opinions between

individuals, defines the zones of common interestktansions.

It was found in the fieldwork that interviewees in the same organization may have

completely different levels of satisfaction with ICT. The level of ICT satisfaction of

the interviewees is influenced by several factors, such as their profdssite in the

organi zations,

evel

of

| CT

knowl edge,

expectations about the benefits they may get from ICT. For example in company 1

the administration assessor responsible for I€Vealed high levels of satisfaction

with ICT andshe seemed completely unaware of the problems the firm has with ICT

implementation; problems that were reported by the other interviewees. This could

be explained becauseighAssessodoes not havenuch ICT knowledge. She isa

simple PCuse and does not seem to realize the full set of benefits that the firm may

get from ICTe-businessadopt i on

and

use.

Moreover,

power di st an adeidistrbtientassessand thedt@untananager that

can be considerethe onlyICT project champiorof this compan), which makes

communication between them difficult.

Treecountsmareger seems to avoid

making suggestions to thessessombout how ICT must be implemented in the

company. The ICT expert from the softwareud®that gives support to the

t
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company alsaloes not discuss ICT matters with thesessor eitherHis preferred
contactin the companyis the accountsmanageror the user directly, although the

assessor is the person in charge of ICT towards the admiivistof the company

In some other cases, differences of opinion amongst interviewees were alsp found
athough during the observations anadterviews the level of satisfaction with ICT
performanceis notseen as completely objective and unquesti@dhlsome cases,

in spite of the interviewees clearly identifying and revealing existing problems with
ICT (as observed by the researchénpy seemed to avoid a negative evaluation of
the process of ICT adoption and use in the organization. For exam@empany

2, although thesalesmanager evaluatedshlevel of satisfaction with the computer
systems as O6satisfactoryéo, he al so mentio
for the enterprisésad6 f ai | ur e & aapintreext@ibost stsspdosmante s
and accuracy. In Compa#dythe statements provided by thales supervisatid not

fit with the observations done. This manager, although in the observation he clearly
expressed his low level of satisfaction of the process of ICT adoptionsanéhithe
interview he contradicts theripr negative evaluation of ICT, and gives a more

tolerant appreciation.

In some of the cases, th@p managetried to present a slightly better situation of

ICT adoption and use in the company than it really Was.interesting to note that
although several people both in observations and interviews expressed low levels of
satisfaction with ICTthe top managermeclared that they were at least satisfied with
ICT adoption and use in the enterprise. Since data collected from several
sourcesmainly observations and interviewswas possible to identify through data
triangulation where and why some data did not match.

Users have different roles, knowledge, backgrounds, and interests, which cause them
to have only a partial view of the situation. Therefore, it seems much more relevant

from an academic perspective to understand each case by analysing the different
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views expressed by the interviewees than trying to force consensus where sometimes

it may not &ist.

1 - 1
v gt et cmmeed DETAILED COGNITIVE MAP
by ICT
#| Englishfor
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| e Knowledes of poducts -,-JI Has to follw intern polisies
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prescribe on tine changed
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L &d
Conpntters allowed to Toberecerredby  |4—— Doctorhas mo time or
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Freedom to ask for Like swalling fings or fear of imeertain fithare and Co. Beward system is
new systems elephants Wse of laptops loss of benefits aAverage
¥ impeoved results 4"—/
Thebigzer problem is Traming is not done Depends onthe
ICT peopke do nct electronically Loawrs ave very strict o Cowdzy manager Mot everyone hasthe
understand us and urexpected Still too freedomto challange
complic ¢ traditions
[] Amalysis ofvisits not ¥ ated
I have nothing agamst done elechonically G change, Traditions ave sill
ICT people buat... lavars change the same although Co. Demands rasemable
¥ admin processes perfommance
| Seminars and change
Congesses - mamally FPhaymind. very polite
and mfhaenced by floar
of opiricn

Fig. 5.1- Interview 1.4 (Detailed Cognitive Map)

5.2.2 - Aggregated cognitive maps per company

Insight into potential similarities and differences between the four companies studied
is made by a comparison of the findings exsed with reference to four additional

maps each one aggregating the individual maps of the interviews

The shared vision (common ideas and collective ideas) presents the guide for a better
understanding of the value of business relationship and intatipreiof actions of
the Portuguesesubsidiaries of thepharmaceutical industyyunder study. The
construction of the aggregated map of each company is based on the results of the

comparative analysis between the individual maps drawn from the interviews.
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Resumed Cognitive IWIap

Feps work Diegradated

Congpnders for according to #  Function
ronzting ek 4—| Faperienced Matketing Man | dccters writh

¢ ¥ pressure

v Whan dectors 1

Scarce knonarledgze of KEnoars the difficulties to | change Feps will
the potertial of'the cortact doctors change A fraid to lose
Irtemet fior business benafits

¥ i \.' Sometimes is like to
His dept. reeds are Face to facewith doctoes is sarallorar frogs, or
not understood by IT very poet ot better, elepharts

peoplke

,L /| Tough competition

Freedoem to ask for Corrple: ad problernatic

nenar systerns induastyg Wery politic in a complicated
¢ ooty

Mo kmorarledge of Co. Has an open and not veryr

potertial of ICT | e strict abrosphere
¢ MID takes fmal ¢
Ignowes what mear decisions 4’1 Traditinns are still the sane

systems can be done

Fig. 5.2 - Interview 1.4(Resumed Cognitive Map)

Comparative research of cognitive maps has to acquire all the ideas and links for
validation and comparison of the maps. Then it is important to transform the
expressions and phesused by an individual into a standardised vocabulary and use
different formats for description and comparison of maps. The type of collected data
(ideas and links) and the format of data representation was chosen accurately. It was
necessary to stanahse the procedure of each individual map analysis, formulate the
principles of cognitive map comparison and select the methods for comparison. The
comparative analysis implied the profound analysis of each cognitive map. The
researcher identified the comon elements assuming some degree of agreement
about syntactical equivalence, recognised the holistic properties of the maps,
detected the emergent properties of each map, and finally compared structural and
graphical properties of the maps as suggestedibsberg (1989).
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Reswped Cognitive Map

Computers alloarto do
. . ¥ other things
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h
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D srplayees Do not urderstand argrthing
dhout corrpitens

Fig. 5.3 - Interview 2.2 (Resumed Cognitive Map)
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Reswned Cognitive Map
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Fig. 5.4- Interview 3.1 (Resumed Cognitive Map)
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Fig. 5.5 - Interview 3.4 (Resumed Cognitive Map)
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The four aggegated maps of the four collaboratiegbsidiales are illustrated in
figures 5.6 to 5.9.

Aggregator of Company 1

Strict and political
Laars
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v ICT peopke

A drmin o Finaree e 1 T ' Sales & Mkg
better users of ICT / COMPANY 1 muniarmuse of I[CT

T ICT seen onby for wontive
v and adminwodk
ICT for minimnom essertial Diactors wery ¢
diffimult to dealwith

N\
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operat. parposes
Freedean to ask for ¥ ~5 Public = Recognize do not have
po——— Healh i Yrowrledge of ICT
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EE patential moving Face to face comtact
Lacks knovwrledge of ICT VRN [ essertial
and Irterret potertial Intemet for search fast to \*
™| inft and emails IcT ICT not aceeptable for
I T s

Fig. 5.6 - Aggregator of Company 1

5.2.3 - Aggregation by industry

An aggregated cognitive map for the pharmaceutical industry ituddrwas
prepared (see Fig. 5.10), based on the insights of potential conitiesnaf the
cognitive maps of the fowsubsidiales, to act as a guide for a better understanding of

the actions of the pharmaceutical institution.

Every institution has itswn body of transmitted knowledge and that knowledge
supplies institutionally appropriate rules of conduct. This Kadge includes shared
beliefs. An individual could have a variety of domaspecific belief systems. For
example, beliefs aboutthe waytos ceed i n mar keting the

beliefs about the nature of the relationship between managers and workers
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(Langfield-Smith, 1992). Upon entering an organization, through a process of
socialization, a person imagd undeongdenBvcoon
this stock of knowledge and the orientation that is required to be a member of the

group. Every institution has its own body of transmitted knowledge, and that
knowledge supplies institutionally appropriate rules of conduct. HKinmsvledge

includes shared beliefs. Shared beliefs and values are an integral component of an
organi zationds, or of a groupbdbs cultural
collective functioning. Members of an organization share to a greatessear lextent

beliefs, values motives and orientations. The degree of sharing varies greatly
between individuals in an organization, and from organization to organization. In

order for an organization group to furmtj individuals must share a s#tdoman-

specific beliefs, that is, a collective m:
energyod but not necessari li hesémay accuoima aspi
later stage.

The cognitive map for the Portuguese pharmaceutical indusay prepared
identifying the common elements of the cognitive maps of the four companies
studied, considering the syntactical equivalence and the detection of emergent

properties of each of the four maps.

5.3 - Initial findings from the analysis

Initial findings from the aggregator analysis suggest that an understanding of the
organizationgl externalcontexs, the development of internal ICT competences and
management perspectives, and attitudes towards ICT adoption is extremely relevant
to the understamdg the issues influencing the adoption ebuesiness within the

companies studied.

The three research questions identified in the previous chapter 1 are interpreted and

developed with reference to the maps and textual extracts from the interviews to
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provide additional insights into the concept of the facts influencing the adoptien of e

business in the industry under investigation.

Aggregator of Company 2
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Fig. 5.7 - Aggregator of Company 2
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Aggregator of Company 3
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Fig. 5.8 - Aggregator of Company 3
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Fig. 5.9 - Aggregator of Company 4
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Group ICT
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Fig. 5.10 - Aggregator of the maps of the four companies
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The research questions were used as a basis for exploring the structure and the
content of decisiomaking ©nstructs through the cognitive maps. The research
required simultaneous assimilation of the overviews of the 24 individual interviews

as well as the details of their cognitive understanding

The research questions developed from literature and findiagsthe preliminary
fieldwork are explored tlough inductive interpretation of the constructs of cognitive
maps. This process is naturally interpretative, requiring the active engagement of the
researcher in developing emergent themes from the data,rajldnoad structural
features to be compared, and enabling themes to be amplified by illustrations from

the body of the research text.

The three research questions are discussed in this section based on the analysis of the
data gathered in the case stgdie

1) 7 Why is there not widespread adoption of éusiness within the Portuguese

subsidiaries of thepharmaceutical industry?

The analysis of the data led to the identification of several groups of issues
influendng ICT/ebusinesauptakeaccording to thir influence on the process of its
adoption and use. Theseuss were grouped iconditional decisive andresultant

issues.

Conditionalissuesare prerequisites that are important for ICFusiness adoption
and use but are not critical to achievil@T / e-business success. These issues
include: financial resources, human resouaesisersquality and type of ICT, ICT

objectives and time schedule of I@businessiptake

Decisive issuesare those that appear to explain relative ICFhusinesssuccess.

Data collected in the fieldwork provided evidence that these issues actually
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determinethe influence ofiCT / e-business adoption and uséhese include: ICT
competences, management perspective and attitudes towards ICT adoption and use

and thehierarchicalposition of the ICT manager in the organizational structure

Resultantissuesare those that result frothe prerequisitesdonditionalissues and
decisive i ssues) . These include: userso6 atti

pressure tadopt ICT and ICT training.

Conditional isues

Regarding the financial situatiaf the companies under stydpe lack of financial

resources was not stated by interviewees as a constraubiugireess adoption. The

ICT manager from company 4 declarech a t Ain our case it i s
ICT development. Cost doestniompede us from doing anythiag. I n the fo
companies the managers responsible for ICT and finance directors hold a similar
perspectiveOnce the system would be approved lgalonanagement and Group, it

would be included in the budget and could be implemented. An internationally
approved ICT project would be financed or locally or internationally if there would

be the need. This issue can be tested through the cognitivea#pes individual
interviews,and as also evidencdtbm the aggregator map of the four companies

(Fi g. 5.10) through t he c avellnequippedi m@ me o f
financial problemé It is also interesting to note that company 4, an enterfirate

presented very low levels of satisfaction with ICT adoption andwes®the one that

invested most, whereas the individual cognitive maps contain references to the
financi al S i bngeaany iem js induded hn thee Hudget and this is
approved first by the local management and later by the Group, it can be
implemented, although ICT projects also need an extra approval by the international

| CT Co mmr mafiey édo problem. The problem is the availability of ICT

peopl eo



Pagel78

In what concens the human resourceas users of the ICT systepsomeof the
companies reported problems with ICT because users were not qualified to use
computers properlyas evidenced on some of the individual cognitive maps, such as
fithe bad use of the ICT systehyssome people can be caused by negative attitude or

| ack of pr.oHowerer, thesa prablenms gvére solved in most cases by top
management intervention, providing a good ICT training and motivation to the
users. This attitude from the top maaawent contributed to solving a problem of
resistance to change in the sales and marketing and enabled the firm to add another
organizational capability. In the adoption of reps report systems the board was
always involved and put pressure on thefdtafise those computer systems, as some

i ndi vidual mwogn she tepymaagemeneislinvéived, then the results of

the I CT system are much bettero

Concerning the quality and the type of ICT, the companies studied, with the
exception of Company 1,hé hardware and software operational systems,
international and operational applications are of the headquarters decision, leaving

for the local management the decision on local ne&ts situation allows the
subsidiaries to have access to the latest t€€hnology available in the market, at

very reasonable conditions, as negotiation with the vendors is done globally by the
Group. There is also a Group standardization that makes the international systems
easier to implement. Evidence from some of the sra@fthe managers of ICT, such

asini terms of purchasing, we benefit fr
Systems for the local needs, can be developed using outsource services, once
approved, as it is easy to find in the market good ICT experts andessor the

technology used in the comparihe ICT departments in the companies studied are

so small, and ilCompany 1 even inexistent, that the main problem with the use of

ICT in the companies is the lack of qualified peopltethe time available #t the

ICT people from the company has to study what the local needs are. Some of the

i ndi vidual maps Ccont theyrfthe 3G \peopleg to notddvee r e n c e
t i me f oromeuasfiocso absorbed with the international and operational

(
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applicatiors that have no time for the other local needs wher eas t he agc¢c
map of the four compani es Hriartg isfohGour o mmon
Systems and Operational applicationsin what concerns the operational
applications, problems occur wrtrying to adopt and use supply chain management

and enterprise resource plannipgckagesas they are complex and need to be

adapted according to the processes of the comardy/the ICT has no time to do

this.

The ICT objectives have an internatiopalrt and a local part. The international part

has the priority, is stipulated by the Group and is assumed to be controlled and
implemented by the local ICT staff following the policy established by the
headquarters and with no interference from the lagaint as evidenced by arising

themes of the individual maps ofriotitthe | CT 1
is given to the idnetireérnatianalisysteras! have thes rdagoio

priority and are not questionable by the local managementd d&m responsible

towards the Group to assure that their ICT systems and policies are correctly

foll owed i n . tTheilogsal reedd, studid veth thedlocal ICT decision

team, can also be considered and included in the budget but need d specia
authorization from the Group ICT teaand have a minor priorityln Company 3, if

this local system would be considered of interest to the other subsidiaries, could also
become a Group standard and adapted to the other companies of the arthgp

indi vi dual cognitive map éofa tlhoec anha nsaygsetre no fc c
become a Gr o The stgly chthedomal meéds and its priority, if analysed

by a committee where all the sectors of the company are represented, usually called

the ICT Steering Committee, may have a more global view of the needs of the
company. However, in the cases where that is not the case, for instance in
Companies 1, 2 and 4, the decision stays between the finance director (to whom the
manager of ICT reports) artdle ICT manager. This will bring a partial view of the

priorities of the needs of the company.
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It was expected that companies with an ICT department established more recently

could get advantages from that, because they were able to recruit pebpbethat

qualifications and implement modern ICT. This is very clear in company 3. The new
reorganizeccompanythat arose from the mergesss established in 2001 and unlike

the other companies almost all the people in ICT held a first degree in compute
science. Also the ICT manager explaghhis point of viewthati t he mai n pr obl
with the implementation of ICT may be the adaptation of people to new
technol ogiesé that cannot be found in thi
enterprise and workers aree | at i v e Although the tmg of ICT adoption is

not a critical issue for ICT success, it is relevant to understanding ICT success. It is
considered aconditional isse because the enterprises that were established or
reorganized more recently rcastart implementing more ttp-date information

technology and it is easy for them to get more qualified peo@empany 4, from

the companies studied, the one with an older ICT department, having already passed
through several migrations in differentimologies, and by large the company with

more investment on ICT, is the one that showed a lower satisfaction from the users
towards ICT and also that the ICT department was smaller and much under the

average headcount of the other companies.

Decisiveisues

Concerning the development of ICT competences, the ICT knowledge is used to
develop inhouse or through an outsourcing ICT enterprise, tailoring applications
software that fits the business processes of the company and to collaborate in the
developmentof software contracted out to software houses. Company 1 did not
develop its ICT competences-tmuse; it used outsourced services. The firm has no
computer centre and the management of the
is done also by outsourcélhe assessor in charge of ICT matters and the accounts
manager (ICT champion) explain that although these services are independent there
is a good relationship that goes far beyond a common business partnasship
evidenced fr om tthingsirun withou exteinal specialistrazifphe i
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were inh o u s .eltéw@as found from the fieldwork that company 4 that revealed

lower levels of satisfaction with ICT adoption and use had few human resaurces

the ICT departmentlthough they had expertige,implement their systems. It was

clear that besides the poor communication with the ICT department, also the lack of

time from the ICT people to study their needs, select and adapt the software, was one

of the reasons for the complainkatk of satisfation, both they@encepts
| CT peopl e) do nar dveniiowddenees toden dhrifiedsog the e

busi ness gapoleénterpretedlagciues of the low satisfaction with ICT.

In relation to the support given by top management tgptbeesses of ICT adoption

and usen all the companies studied, some ofnthiead already gone through the

experience that when the general manager has involved himself in the past in the
process of study and implementation of a new ICT system, the resultshe

acceptance had been good, as evidenced from some of the individual maps from the

ICT manages fiwith the involvement of the general manager things get @éasier A
common concept arises from t héevolwempnt aggr eg
ofthel eader hel pshowingthat theutap enenageradald a crucial role

in ICT development and acquisitiofilso themes likgithe most important factor for

ICT success in our company is the capability of the general manager to be open and
support tke ICT developmeat d do nét believe in a project like that without the
involvement of the general manager. People start talking in the corridor, rumours,

that he said this, that he smiled about it, that he does not agree, and the people that

are involed in the ICT project are completely crucified. It is necessary a complete
engagement and involvement from the top down to the inttom | s o0 ar ose fr o
study of theindividual maps. The researcher could interpret thatthe companies

with lower levet of satisfaction and major communication problems, gineeral

managedid not involve himself in thetudy and implementation of thi€@ T system

Apparently, and as pointed out in the literature related to ICT success, the position of
the ICT manager ithe company structure could be considered a crucial issue. In all
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the companies studied, the ICT did not report to the general manager or
administrator, being an area of the company that should give support to all the
different areas independently. Howeey all the ICT departments report to the
finance director as can be evidenced from the map aggregating the four companies
studiedii | CT r epor t and soahe fnheremt weacisians are taken with a
partial view of the priorities of the company. Al fact that the manager of ICT
responds directly to the headquarters in terms of the international systems, without
the interference of the local management, including the finance director, makes the
ICT people consider their first priority, the Grouglipies, by which results they will

also be evaluated internationally.

Resultanfactors

The data collected and the interpretation of the cognitive maps, suggest that user
attitudes are aonsequencef the involvement of top management in the process of
the ICT systems adoption. Compangtates that with the previous general manager
that was very computer minded and involved in all ICT projects, once the employees
knew that top management was involved, their attitude and collaboration changed.
The ICT manager and the Finance director of Company 2 argued that the sales
people do not use the computer system actually as they should because neither the
marketing director or the new general manager put pressure on employees to start
using the software. Ineseral other cases, resistance to change was solved by top
management. Top managers provided ICT training and forced staff to do their tasks
using ICT. Evidence from this research as raised on some of the individual maps and
on the aggregated map of theuf companies supports previous findings that the
effect of user attitude in ICT success depends on top management support and
involvement in the process of ICT adoption and on the level of ICT training.

Also power conflicts may result fromehadoptionof ICT in the organiation. An
environment of latent conflict or lack of communication may already exist being

activated by the introduction of ICT in the company. Cases studies of company 2 and
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4 provide evidence of some of these conflicts. An intergdtct is thatin these

firms that show lower levels of satisfaction with ICT adoption and theee was an

eminent conflict of perspectives between the ICT manager and the sales and
marketing team. In company 4, the ICT manager says that the implemeitCT

in the sales and marketing area is perceived by these professionals as able to affect

the balance of their actual power in the organization. They are afraid of losing their

power and benefits, hence do notameratei when an i nf oomesdnt i on sy
there is a revolution because it will affect privileges and information will be
available for anyone. € people are afrai
company, and also that the system discloses their free time, and there are some
net i ve r eSmaetniamymfthese cases tieneral managewas not much

involved in ICT matters, these conflicts affected the process of ICT implementation.
However in the cases where theneral managevas deeply involved in the process

of ICT adoption and use, power conflicts and problems related to resistance to
change were solvedvidence from Company 3 suggests that the impact of power

conflict on the success of ICT adoption and use depends on top management
attitudes. If thegeneral manages involved and leading the process of ICT adoption

these conflicts are minimised or solved and do not affect significantly ICT adoption

and use.

Concerning the pressure that the pharmaceutical business and health sector put to the
adoption of ICT, theonly pressure that was found out was from some government
departments, like the payment of taxes that made the companies use the Internet to
use this service. Until now the companies studied have not felt any pressure from
any other organism to use ICDn the contrary, their main focus of external work,

the medical doctors, have until now been also adverse to technology. The traditional
way of working, doing visits face to face to all the doctors of the country, is what is
practiced. Only one of the Emviewees, from Company 3, mentioned that it may be
expected that once the Government is advancing very quickly with new electronic
facilities in all the sectors, that the hospitals and the health centres may in the near
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future also introduce new electrorfiacilities that could interfere with the way the
visit is today booked and done to the doctors

The ICT training on the use of the ICT systems takes place usually in most of the
companies studied. In some cases, it may occur in an hotel when triairgeg
groups of medical information representatives (reps) due to the difficulty of bringing
all of them together to the offices of the company. The training concerning the use of
the personal computers and laptops, and its available office software ®o not

frequent. Each one tries to learn by him/herself.

2) - What is the thinking behind people in the Portuguesesubsidiaries of the

pharmaceutical industry which influences their view of ebusiness?

From the several cognitive maps drawn individuallgnirtheinterviews of the24

people from all the sectors of the companies, the researcher could interpret that e
business was not in their minds. On a time where the subjediusdiress is studied

and looked with attention by organizations to see how tlayapply its potential to

their business, in the pharmaceutical industry, however, it looks like that is not
happening. Several may be the reasons, probably the first one being that the results

of the companies are considered good and healthy and thney tkel the pressure at

this moment to change some of their traditional ways of working. In fact, from the
evidence of some of t hhe useonfdGTvn sdneaofthec ogni t
areas must be | Alsoktieegenevaiizédnowtedgeobwéat is the

potential of ebusiness in the companies studied is none. On the question of what

wasebusi hes ik it is the pagesbhsgsingssistolbuy of se
things through the Interneét d do nét knowexactlywhat it i5 This industry is

heavily controlled by i nter naweihave &ol pol i c
guarantee that Group pol i ¢ch#pressuefrenosrt r i ct |
headquarters on the new, and nationa éaivsra n a | Sy !

policies t hat condi t ithe docalt lbmes iare stuctgnd o f W 0
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unex p e edist than being strict is the fact that the laws exist but not always
f ol l obweesdiodes deal ing with a di fioctorgavel t cust
difficult to deal wittd .

Apparently, this lack of interest and knowledge of the potentialafstness that the
people interviewed showed, could be because they are all so absorbed with their
daily tasks thahad notime or need to think in a different way wforking using

computers. Computers for them is already an asset but for the routine work.

For the ICT people, burdened with all the Group policies, strategies, international
systems and the daily support to the operational systems (accounting, distributio
invoicing, salaries), struggling with very reduced ICT human resources, they do not
want to think about-business until they will be forced to, and that would be through

the headquarters or the local general manager. The traditional order entryhence t
Portuguese pharmaceutical companies can only sell to the wholesalers, that means an
average of less than 20 invoices per day, does not represent a problem for the
companies. Where-lgusiness could bring competitive advantage would be in the
commercial eea, and that is an area where the ICT people have difficulty in

c ommu n i cakes and gnarkigting people are adverse to technology and bad

users.

For the people working in the finance and administrative areas, the few legal
impositions to be done thrgh the Internet, are being solved but they are small

simple connections to the electroigovernment services.

For the leader of the company, usually with a marketing background and also not
much computer minded, with few knowledge of the potential otifeeof computers

in benefit of the business, much influenced by the attitude towards ICT of the
commercial area, leaves all the ICT decisions for the finance director and the ICT
manager and in very few occasions involves him/herself in the ICT profatte
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business is a subject that he has already heard, but does not know anything about and
maybe until the headquarters forces the company to go that way, that step will not be

taken.

For the people working in the commercial area of the company (msaidg and

marketing), showing ICT /-business illiteracy, some of them not even heard
anythi ng daocbnodutt ktnhoeawmé@ip abei t ti 8s goqqd for t
they find that their work is creative and that technology is only there to give

prod emsoniiput ers ar e g o o dAlsd their negabive tattitude wo r k ¢
towards computers is associated with a suspicion that they may be controlled through

the use of computers, as evidenced from one of the individual cognitive maps from

C 0 mp a rregpspGst thieir visits at night as they fear that their free time may be
controled. However, during the interviews som
need to be informed and clarified about the possibilities and potential of the use of
ICTintheirarea but al s o oerVCT dodeagues devdr hagettimeifor us.

We do not know Wlboatheir lack of knbwdedge makesdhe sales

team think that they could be replaced by computers and that they could lose their

job and benefits, as tiieknow it happened in other functions of other industries.

Even the simple use of a computer to help and assist the visit to doctors is refused, as

they like the face to face visit without any interference of other means. And as the

results of the compaes are considered good, the people that take decisions from the
commercial area, are not open to the introduction of any change that may unstable

what is working well.

3) - How does the institutional structure of the Portugueseubsidiaries of the
pharmaceutical industry affect communication related to ébusiness adoption?
Communication in the institutional structure of the Portugusesesidiaries of the
pharmaceutical industry flows mainly vertically. Starting by the ICT department,
which is the local epresentative of the Group ICT team, is burdened with the
resultant work from this responsibility and also to assure that the local ICT structure
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works and that the daily operations function with no problems. This is their priority
which consumes all thehuman resources and time available. As evidenced from the
aggregated map o fthetptoety aredhe IGroup cysipnss and ¢hs , f
dai |y oper ati ofley area pompletety aabsorbed sbyp the ICT
departmentor institutional structure ando not have the time or availability to
establish a good communication with the other areas whéresieess could be
implemented. Also, once their ICT human resources are all absorbed by their
priority, they do not feel it would be worthwhile as it wdulot be possible for them

to start new local projects due to the scarcity of the ICT specialists. Even with
outsource services, there is always the need for someone from ICT to act as an
interface between the user department and the external serviead, tattmeetings

and follow up the project.

As for the commercial area of the company, mainly sales and marketing, their main
pressure comes from the local laws and the difficult customer that they deal with,

mixed with the internal pressure of the amhitiocsales targets that they have to

attain. On their side, they are also very absorbed with all this structure of the
institution. The communication that flows is also vertically, from the top
management or international Group sales meetings through theitdinal target,

t he medi ava havedooatteanareguldr meetings before each cycle, and also
internationallyo . They consider their work creati\
the establishment of a good relationship with the doctor thréwghal or informal

contacts, even taking advantage of common interests between the rep and the doctor

being visited. Rigid timetables or the use of computers is against their nature.
Reporting has always been a difficult task for them. They considemtlaé priority

as the promotion of the products to the doctors and everything else lacks of
importance. Their communication with their colleagues from ICT is poor, and they

always complain that computers are a waste of time mainly because the systems are

not good as the | CT peowéaecreaivweCTpeopla er st ar
never understandos. So t hey avoid everything connec
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5.4 - Summary and conclusions

The three research questions developed after the initial fieldwatkpeesented in
chapter 1 were discussed and analysed according to the research fintinege
findings provide evidence that this industry has the potential and economic stability
that during all this research has been referred, has a complex cultiiseosin
mixing the influence of the culture of the parent group, as more than 95% of the
Portuguese pharmaceutical companies are subsidiaries of multinationals, with the
local industry culture, heavily regulated and controlled by the government entities.
The people working in this industry has an academic preparation above the national
average, working conditions, salary and rewards systems of top level in relation to
the other local industries and the existent gap between this potential and the-use of e
business, can be concluded that is mainly due to:

e There is a generalized illiteracy of the use and potentiabofseness applied
to any of the functional areas of this industry business processes and there is
not a divulging attitude from the ICT stafb tclarify and inform all the
people from the compargn the new technology to come and how it could
be applied to business demands.

e Different attitudes and cultures from different working groups cause
misunderstandings and poor communication and inhibisuacessful
collaboration with and use of ICT in all the areas of the company.

e There are no restrictions from the parent companies in relation to local ICT
demands if fully justified; freedom is given to the local company to decide
how to cope with the lotaeeds and difficulties.

e The commercial area, which include the medical, sales and marketing, and
regulatory affairs sectors, representing 80% or above, of the headcount of the
companies, have a negative attitude towards ICT systems and do their
functionin the same traditional way, claiming that the results are good and
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so why change; they also allege that their needs are not fully understood by
the ICT people and so it would be useless to have a computer system that
would not give the expected results.

e The involvement of the top management in the computer projectstepa s
forward to its successful implementation and. use

e The ICT department reports to the finance department and has no seat in the
management committees where company strategies are dedided claim
that when people come to them it is already late.

e The ICT departmentswith a very reduced staff, hawe passive attitude,
doing their best to cope with the burden of work to design and implement
what is considered of priority and that is tiéernational systems and the
daily support to the operational applications. Priority is given to operative
and international financial systems, although in terms of the size of the
company, these areas represent on average 20% of the whole local headcou
of the companies.

e The institutional structure of the Portuguese pharmaceutical companies is
strict and heavy; communication flows vertically through the existent
structure of the inherent sector but apparently not horizontally between the
several sectgr and the researcher means between ICT and the commercial

area.
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CHAPTER 6 : THEORETICAL VALIDATION OF THE FINDING S
6.1- Introduction

In this chapter the findings presented in chapter 5 are analysed and validated with the
institutional theoryof organizational communication (ITOC) that will be extended
into a new research area, the information and communication technology (ICT).

An application of this theory can contribute as an explanation of the different
reactions of the people working the Portuguese pharmaceutical industry to the
adoption and use of-leusiness and in so demonstrate the utility of an institutional
perspective on organizational communication research. The findings demonstrate the
value of communication as a source of exition in the study of the pharmaceutical
industry. Moreover, understanding the institutional aspects of professional identity
and behaviour may contribute to successful communication between professionals

and managers.

6.2 - Institutional theory of org anizational communication (ITOC)

This theory focus on the role of institutions in organizational communication that
views institutions as constellations of established practices guided by enduring,

formalized, rational beliefs that transcend particolganizations and situations.

6.2.1 - The concept oihstitutionby Lammers and Barbour

Combining the insights of organizational sociology and the concerns of
organizational communication researchers, Lammers and Barbour (2006) offered a
definition of insttutions integrating these elements and which was the base for the
proposal of the institutional theory of organizational communication. It was more

i mportant to them Ato articulate a wuseful

governments than marrieg family or greetings protocol, even though it may be
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argued that the |l atter are also insti

following six interrelated issues to understand institutions:

1) Institutions as manifested in practiceConsisting ofobservable routines and
behaviours, roughly consistentcamss a variety of social settingsinstitutions of
medicine, education, health sector, pharmaceutical sector.

2) Institutions as manifested in beliefsConsisting of cognitive and emotional
elements in the decisions and choices that individuals make. Institutional beliefs can
be seen as propositions that participants hold as true related to established norms that
exist across the organizations

3) Institutions involve individuals:Individuals at as actors and carriers of beliefs

in the institutions where they belong to as members. Institutions can so be
understood as established associations among people.

4) Institutions have low rates of changeThe elements of behaviour, ideas and
individuds involved in an institution exhibit a fixed and enduring quality.
Institutions endure and are characterized by low rates of change.

5) Institutions are formalized: In relation to organizational communication
institutions are formaliz with written aml archived procedures.

6) Institutions reflect a rational purpose In relation to organizational
communication, institutions involve procedures and policies for how things should
be followed and done. It can be understood that institutions are confoseels,
procedures and policies for conduct and guide individuals via knowledge formally

stored and followed.

The authors view institutions as fcons

formalized, rational beliefs, that transcend particulaanizations and situatioas

tut

t el
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6.2.2 - The propositions of the ITOC

Based on the gener al argument that Ainsti
organizational communicatin 0 , Lammer s a n dsugdgesied bfiveu r (20
propositions that expand this argent, employing the fundamental components of
institutions (behaviours, actors and beliefs), also formal knowledge and established
practices and link these elements to concepts from literature of membership, rational

myths, isomorphism and hierarchy.

1) Communication sustains institutions Institutions are communicatively
constituted. The daily routines and practices, based on the established beliefs and
practices, that mainly sustain institutions through organizing. Institutions can be
understood as sloto change.

2) Communication aligns organizing with institutionsindividuals who become

members of an institution tend to reproduce those rules in their communication.
Communication aligns organizations and institutions, as exemplified in the ways
institutions both constrain organizational change and serve organizational decision
making. Also accepted and established ways of doing things limit change.

3) Institutions operate in organizing through formal communicatidhe prevailing
manifestation of nstitutions towards organizational communication is formality.

I nstitutions reside in beliefs, Awhi ch ar
recorded knowl edgeo, t hat ar e reflected
formalized (written) when there a need to transport it@oss space and time or to

apply it to broader audiences. Much of the communication in organizations reflect

the efforts to interpret and conform generally institutional demands.

4) The success of boundaspanning communicatiodepends on the presence of
institutions Organizations communicate with its environment through individuals,
referencing to institutions. Institutional communication is enacted through
organizational negotiators, public relations professionals and tihersvof mission

statements. Emergency plans need to draw on defined practices for a clear
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communication and strict coordination to be seen as successful. Spanning of the
organization boundaries is done through the users and carriers of the institutional
rules. External communication takes the organizational members to reflect in their
decisions, the features of an institutional environment.

5) Institutional hierarchy is manifested in organizingormal rules apply unevenly

to institutional members whethevithin or across organizations, so institutional
power is not evenly distributed @oss organizational environments. A decision
hierarchy represents and differentiates the types of decision and their relative
concentrations within institutions, wherense of the organizational members or
organizations have more or less power to challenge prevailing institutional rules.
Institutions may also have different effects, at different levels, on organizing and
those that are most relevant to formal organizati@now the tendency to reflect

hierarchical stratification.

In applying ITOC to the Portuguesebsidiaries of thepharmaceutical industry, we

see communication as the process by which institutional beliefs and the arrangements
of each pharmaceutical ganization interact to influence ICT fbeisiness uptake.
Specifically, the researcher demonstrates that the communication of ICT and sales
and marketing in the institution of the pharmaceutical industry influence their views
on the adoption and use obeasiness in their organization. In taking this approach,
the researcher hopes to help to resolve the findings mentioned in chapter 5 and
demonstrate the value of an institutional approach. Beginning with the practical
problem under study, the researchestfreviews the research on the attitude of the
sales and marketing people to the use of ICbugness, focusing on their
satisfaction as an indicator of the quality of that service. Two sets of contradictory
findings will be highlighted: first the resedn has shown that the adoption and use of
ICT has deleterious effects on the sales and marketing satisfaction, and second, that
ICT is dissatisfying for the sales and marketing people because they fear that it
threatens their autonomy and benefits. Th@C will be used as a framework to
study the inconsistencies of the communication between ICT and the sales and
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marketing as influenced by the Portuguese pharmaceutical institutional beliefs. The
inexistent studies of sales and marketing and ICT, incluskwgral organizations, or
considering the communication between these twairsstiiutions, limit the external
validity and explanatory power of the research. Understanding the institutional
aspects of professional identity and behaviour may contribatesuccessful
communication between ICT and the sales and marketing in the industry under study.

6.3 - Strategies for investigating ITOC

Four strategies for investigating an institutional theory of organizational
communication are suggested by the arghad ITOC, Lammers and Barbour, as a

list of ways to uncover institutional aspects of organizational communication.

The first one suggests that the institutions associated with given organizations may
be explained. Researchers should study what tradijtiprofessions, associations,
industries, sectors or markets make part of the institution under study. Consider the

requirements, benefits and cost of membership, who might be a member and why.

The second strategy may attempt to understand organizatiemahunication over
time; because institutions endure and are slow to change, research must discriminate

the knowledge of the history if possible supplemented with longitudinal data.

The third strategy suggests studying multiple organizations simultdpedoisng
comparative research. This type of research can identify when the communication
behaviours observed evidence a single organization or a generalized tendency in the

organizations investigated.

The fourth strategy suggested by the authors, apipesaihe institutional study by
levels and units of analysis. It suggests a shift towards new units of analysis, more

focused on formal communicatidrpolicies, laws, regulations or contracts.
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Our research approaches the third strategy suggested, hawidgedstfour
pharmaceutical companies simultaneouslycr@ss space as well as time. Some
communication behaviours have been evidenced of a widespread tendency in the
companies investigated. The identified institutional pressures have also been teased
out with the study of the four companies. The companies studied have been chosen
from different parent cultueso that the likelihood could be better tested

6.4 - Applying ITOC to this research

Focusing on the findings from the analysis of the caseedtudeferred in chapter 5,
we will be applying the institutional theory of organizatbmommunication to
understand how the institutional forces of the Portugumsesidiaries od the

pharmaceutical industry operate on identity formation.

Lammersand Brour defined institutions as ficons
guided by formalized, rational beliefs that transcend particular organizations and
s i t u aToiagply BOC it is necessary to identify the dominant modes of practice
and beliefs in paicular settings In the behaviour and beliefs of individuasd

within a settingmore than one set of beliefs and their associated practices may be
identified. In the ITOC framework, the ICT professionals carry competing
institutions, that is, establisl beliefs and practices, into organizing. Their
communication with the vendors, colleagues, administrators, managers,
headquarters, outsource specialists and staff from other functional areas, about those
beliefs and practices constitutes, in part, thganizing of the ICT department. Also,

the sales and marketing professionals carry competing institutions into organizing,
through their communication with mediaddctors, hospitals, health centres, nurses,
colleagues from othepharmaceutical companiesolleagues in the organization,
managers, administrators and staff from other functional areas, constitutes, in part,
the organizing of the sales and marketing department. The different institutions of the
Portuguesesubsidiaries of thepharmaceutical indaiy present different and

contradictory meanends arguments about how ICT should be accomplished. Also
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according to ITOC, formal arrangements shape institutional communication, and
sales and marketing relationships with ICT are based on formalities Satke
marketing therefore are participants in the Portuguesbsidiaries of the
pharmaceutical industry organizing who also have attachments to- extra

organizational entities and hold beliefs by virtue of those attachments

Indeed, the salient characsdit of professionals for the study of organizations is
their extraorganizational connections and beliefs (Scott, 1997). In our study in
multiple organizational context, the researcher may argue that the sales and
marketing experience with ICT may reflébe fact that the pharmaceutical industry
has traditionally operated with a team of professionals that has been loosely affiliated
with the formal organization and whose professional values emphasize autonomy

and freedom from bureaucratic control

Specifying Portuguese pharmaceutical institutioff©OC suggests that an attempt to

understand the institutional aspects of particular communication phenomena should

begin by explicating the institutions involved (Lammers and Barbour, 2006). The
Portuguese pharaceut i c al institution, an institu
manageri al contr ol and mar ket mechani sms,

(Scott, 20Q), with norms of efficiency and market values.

ITOC underscores the importance of modellipptential conflict between
institutions. In general, ICT has been construed as a threat to sales and marketing
traditional beliefs about the creativity of their work antagonist to any technological
interference, and therefore arrangements typical of I&Tagainst the sales and

marketing satisfaction.

Below, the findings from the analysis of the case studies are considered, following

the five propositions described in section 6.3:
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Communication sustains institutions'he pharmaceutical industry is cheterized

by constellations of established practices guided by formalized rational beliefs that
transcend the particular organizations and situations. Also the ICT and the sales and
marketing of the pharmaceutical industry, can be viewed agnstitutions of the
pharmaceutical industry, as both of them are also characterized by constellations of
established practices guided by formalized rational beliefs that transcend each
organization. They are communicatively constituted. The daily practices ohgeeti

in the several sectgrcontacts by telephone and email, the written communications
within the several departments, whether by email or on paper, the contacts with the
parent company, all following the company rules and procedures. In the ICT
departmat, their daily operations to give support to the users of the operational
applications, to clarify any doubt or problem than may arise with the use of the
computer systems, the meetings and contacts with the vendors and the internal and
external staff, th follow-up of the operational activities in the computer centre, the
meetings of the ICT manager with the finance directith whom the decisions are
taken, based on the Group strategy, the contact or meeting with any user department
on any new projecsustain the communication practices of this-sugbitution of the
pharmaceutical institution. Also the commercial sector, mainly constituted by sales
and marketing, have a culture of their own, their-ttaglay routines assure that are
sustained in thekommunication practices of the individuals. Both ICT and sales and
marketing have their own policies and rules which in the case of ICT are stipulated
mainly by headquarters, and in the case of the sales and marketing, is a mixture of
international and leal rules and policies which shape their way of work. These rules
and policies that each working group has to follow, by tradition are slow to change,
or if some change may occur it is slowly introduced to the daily practices. The

pharmaceutical institign is traditional, the changes are slow and endure.

Communication aligns organizing with institution¥he existent rules of the
pharmaceutical institution are followed and reproduced internally and externally.
The administrative services, reproducesthoules through the practices and the way
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they develop their functions, the way the medicines are warehoused and subject to a
rigour of cleanliness, the control of the validity dates, the quality of the packing and
despatching the products, the establisllicies concerning the supply of the
products to the wholesalers. The ICT sector with a culture of its own that transcends
the organization, as the uptake and use of computer technology can be considered an
institution itself with standards, rules apdlicies from the market and also from the

own organizations. Their rules and policies are passed internally to the users and
internal practices, through written standard, training, or meetings, and even in the
own computer systems, and externally witle #ontacts to the vendors and the
headquarters. The sales and marketing, representing 80% of the headcount of each
company, reproduce their own rules and policies internally, through their regular
cycle meetings, every 6 weeks, in the company or in agl dtere the whole sales

team gets together, and externally in their regular contacts with the medical doctors
and nurses in hospitals and health centres, besides the pharmacies. So each
pharmaceutical organization is situated in conformity to the phauiaal
institution and the health sector institution through boundpanning inter
organizational communication (Finet, 2001). That communication, according to the
findings of this research, flows mainly vertically within the institution of ICT and
also within the institution of sales and marketing. However, from the findings of the
analysis of the case studies, the communication between both institutions is poor and
even apparently there is some conflict between these two institutions. The fact that
institutions are slow to change, may be the cause for this finding as both institutions
of ICT and sales and marketing evidence full commitment to their own function and

their institutional beliefs.

Institutions operate in organizing through formal coomeation The beliefs of the
Portuguese pharmaceutical institution reflect on the behaviour of its elements. The
ICT people, whose beliefs are that they have to guarantee that in the local company
the Group rules and strategies for ICT adoption and eséublly followed, and that
the computer centre and the daily work of the operational systems must be supported
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and followed, reflect their attitude focused on these priority that inhibits them from
transporting knowledge throughout the organization desrgahe ICT illiteracy that

the findings of the analysis evidence. Their behaviour also reflect the thinking that
once they are very few, they do their best to guarantee their commitment to their ICT
institution. Also the fact that part of their evaluatiand reporting is towards the
Group ICT team, inhibits them from improving their communication with the other
major sector of the company, an institution itself, the sales and marketing. The rules
and standards for the ICT are all written down and relyukrdited by external

auditors, on behalf of the Group headquarters, to check if strictly followed.

The sales and marketing institution within the broader institution of the
pharmaceutical industry, is also focused on their own rules and policiegheith

main focus on their work near the medical doctors. Promotion of the products near
the medical doctors is based on written standards transmitted to the sales team every
cycle of work (6 weeks). They aldmvetheir own internal rules and policies and
codes of ethics concerning the gifts and their behaviour near the main customer of
the company, the medical doctor. The productsttiet promote are medicines, so

they need constant scientific training as well as marketing training. The companies
still work traditionally, and the visit to doctors is done as always, face to face. This
group, has a culture of its own, with formal and informal rules, that transcend the
organizations. Their main concern is the knowledge they need on the products and
inherernt diseases. They do not show any interest in acquiring any technological
knowledge concerning the use of computers. Their behaviour reflects the belief that
their main task and priority is the information of the medical doctor. They are
adverse to the esof computers as they think that their work is creative and that
computers are too oO0inflexibled. They mani
good for routine work. There is also the evidence, that once the results of the
companies are consideredagl, there is no need to change their traditional

procedures. Other evidence is that, once their knowledge on computers is very low,
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they fear that even a simple system as the reporting of the results of the visits, may

control their free time.

The sucess of boundargpanning communication depends on the presence of
institutions: The external organizational communication in the pharmaceutical
institution is mainly done by the sales team and this group has strict established
practices for a clear commigation with the health sector, mainly the medical
doctors; they act as the main organizational boundary spanners as users and carriers
of the institutional rules. Their regular visits to the medical doctors, nurses, hospitals,
health centres and privatensultancy, are reported back to their organizations. It is
through this regular external communication that the marketing manager and the
general manger reflect in their decisions the features of the institutional environment.
Also the pharmaceutical ogpanies belong to an association called Apifarma, which
represent them near the Government, and through which all the existing or coming

laws can be known and negotiated.

Institutional hierarchy is manifested in organizindhe pharmaceutical companies
studied, althoughin generalevidence a friendly atmosphere, they are small or
medium companies and hierarchy is a fact. The power is not evenly distributed
accross the organizations, and the formal rules apply unevenly to all the
pharmaceutical institutomembers, whether within or across the organizations. Not

all the members have the power to challenge rules or traditions. The companies
studied evidenced centralization and concentration of the decision making authority.
Concerning the ICT department, ih reports to the finece director, their decisions

are centralized in these two members. The fact that in the hierarchy of the
organizations, the ICT manager is not present in the management committees is the
alleged cause of a late interference of IGTsome new business projects. Top
management, usually represented by a general manager, perspectives and attitudes
towards ICT adoption and use islecisivefactor for the success of the ICT project.
They have a critical role in decision making. They h#ve knowledge of the
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business and are personally involved in most strategic, tactic and sometimes also

operational decisions.

6.5 - Summary and conclusions

In the Portuguese pharmaceutical industry success with the adoption and use of ICT /
e-business may be achieved by companies that present a better communication in the
way they approach and manage the processtfsaess adoption and use. The
exploration of the five propositions of the institutional theory of organization
communication evidemd that understanding the institutional beliefs may help to
understand the link between communication and the divulging of knowledge and

success in-business projects.

The multiple pharmaceutical institutions influence the pharmaceutical organizations
in multiple settings. The relationships between organizations and institutions

parallels the relationships between individuals and organizations

The following paragraphs discuss the analysed issues:

1) The way the pharmaceutical institution works withbeliefs and behaviours,
strict rules and policies, inhibits the sinstitutions of ICTin a way thatsales and
marketing communicate horizontally between themselMES. and sales and
marketing as institutions function under very strict beliefs, rubespmlicies,andare

slow to changethese two suinstitutions are so committed to their function that it is
this commitment that inhibits them from communicating between them, traimgport
the ICT knowledge necessary for evaluating thriginess potergl and application

in the local business process of the industry with a major incidence on the

commercial area.
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2) Top management has an important role in the process of ICT adoption and
use; they are the only ones that can interfere in the poor comationibetween the

ICT and sales and marketinfiyst supporting the development ofbesiness
capabilities in the institution, by providing the necessary resources, processes and
ICT knowledge second being involved and committed in the processhofsanes
adoption and use, solving the problems of resistance to change and the potential
conflicts between the members of the organization, which may arise due to the
changes in power and functions as a result -busness adoption; and third,
understanding thECT needs of the business. The research evidenced that in the ICT
projects with success, or the top manager participated in the definition of the needs of
the firm, in the selection, evaluation and negotiation of the ICT solutions, or the
projectis a stategy of the Group and so everyone had to use it without questioning.
A strategic vision of the impact of ICT in the business is also important to acquire or
develop ebusiness systems that may enable the institution to have higher levels of

performance pachieve competitive advantage by the uselmigness potential.

3) Also evidence gathered in this research suggests that transporting knowledge
on the potential of the new technologies of ICFhusiness to decrease the general
illiteracy that the aments of the institutions show, will help to build the
competencegecessary for the success of theusiness projects and to use the ICT

skills available
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CHAPTER 717 RESEARCH CONCLUSIONS

7.1 - Summary of the research undertaken

The literature review revealed no empirical research into the procesbusiress
adoption and use in the pharmaceutical companies. This gap is even bigger in some

countries, such as Portugal, where this research was done.

A framework to analyse -bBusinessadoption and use in smaflubsidiaries of
pharmaceutical MNCwas developed based on a previous work made by Wang and
Cheung (2004) that has been designed to sttolysmess adoption bye service
industry. This framework was used to structure the liteia review and to analyse

the data gathered from the collaborating companies that participated in the
preliminary fieldwork. The analysis of this preliminary data and the observations that
followed, helped to define the case study interview costiatt was madeor the

four participating Portuguesaibsidiaries of thepharmaceuticaihdustry These four
subsidiaries werselected from different parent cultare

This research adopted an interpretivist approach to social enquiry and it is argued
that, inorder to understand the issues influencing thesness adoption and use in
the Portuguese pharmaceutical industry, it is important to understand the perspectives
and roles othe key actors involved in thaerocess of 4usiness adoption and use.

The cancept of ebusiness success was developed from the literature.

The data was collected through sestructured interviews with the key actors
involved in the process of-leusiness adoption (top manager, ICT manager, sales
supervisors, medical informationepresentatives, administrative staff, accounts
staff). The data gathered was analysed using cognitive mapping for qualitative data

analysis. The data was analysed by individual, by company and by industry.
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Finally, the research findingsf the analysis were evaluated in the light of existing
literatureon available theories. Subsquenthe institutional theory of organizational
communication was chosen to be used to provide a theoretical validation of the

findingsin a wider context.

7.2 - Key researd findings

In this section, the research findings will be analysed in relation to the research

questions.

7.2.1. - Research guestion 1:

Why is there not widespread adoption ofbasiness within the Portuguese

subsidiaries of thegharmaceutical indstry?

For this first question the following objectives were pursued: first the factors
identified in the literature related to ICT +Jbeisiness adoption within subsidiaries of
multinational companies and also within small and medium enterprises only as a
reference for comparison, were validated; seborelevantnew factors were found

to influence of ebusiness adoption and use particular to the Péuguese
pharmaceutical industryAnd last, the evaluation of these factors in determining the
issues infliencing the @usiness adoption and use in the Portuguese pharmaceutical

companies.

Individual analysis of potential influencers cbasiness adoption and use revealed
different levels of influencerothese issue<lassified into three groupsonditioral,
decisive andresultantissues. The analysis of the data evidence the conclusion that
e-business adoption and use was associated with very similar combinations of the
decisiveissues. Apparently theonditionalandresultantissues have a second ébv

of importance. Their impact on the level of success is indirectly achieved through
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the decisiveissued. Figure 7.1 shows a list of the issues identified of relevance and
their relative importance in determiningbasiness adoption and success in the

Portuguese pharmaceutical industry:

Conditional issues

Financial resources

Human resources as users
Quality and type of ICT

ICT / e-business objectives

Time for ICT / e-business uptake

l

Decisiveissues

J

~

ICT competences

Management perspective and attitudes
towards e-business adoption and use
Hierarchical position of the ICT manager
on the organkational structure

l

Resultantissues

~

User sdé6 attitudes
Power relationships
Business pressure to adopt ICT

Figure 7.1i Issues affecting-business adoption and use

7.2.2 - Research question 2:
What is te thinking behind people in the Portuguessubsidiaries of the

pharmaceutical industry which influences their view oflmisiness?



Page206

From the cognitive maps, evidence shows that there is a lack of interest and
knowledge of the potential oflsusinesdy thepeople interviewedpnemay assume

that is caused by the fact that they are all so absorbed with their daily tasks that have
no time or need to thinén a different way of working using computers. Computers

for them is already an asset but for the rautirork.

For the ICT people, burdened with all the Group policies, strategies, international
systems and daily support to the operational systems, strugglingpaahICT
human resources, do not want to think abebtiginess until they will be forced to.

This change would have to come frdine headquarters or the local general manager.
Where ebusiness could bring competitive advantage, in the commercial area which
represent 80% of the headcount of the companies, ICT evidenced problems in
communication kaiming sales and marketing people are adverse to technology and

usually careless users.

For the leader of the company, usually with a marketing background and not much
computer minded as evidenced, with low knowledge of the potential of the use of
compuers in benefit of the business, influenced bydhkes and marketing attitude
towards ICT usually does not interfere in ICT leaving the decisions to be taken
between the finance director and the ICT manageibudiness is a subjeabout
which he hasalready hered of, but until he is forced to use it by the headquarters he

will not go that way.

For the people working in the commercial area of the companies, mainly the sales
and marketing, evidencing ICT illiteracy, find that their work is creative &atl t
computers only give problems. Also as evidenced, their negative attitude towards
computers is associated with a suspicion that they may be controlled through the use
of computers. Some of the people interviewed also manifested that first they would
need to be informed of theleusiness potential, so that they could be in a position to
see the benefits and ask for new systeRigure 7.2 illustrates how the issues
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identified of relevance to the adoption and use of ICT/EB and its success are
associatedot each other

Situational Issues

Organizational factors

Humaprand -| [-Organizational - -| |- Qualify &type-.-| |.Market& - - - -.
_Finaricial . " '| { strdeture .. 7. 7. 7 [OFICT . """ 7. 7| [.Customer . . .-

Jrespurces” .| oo ‘EB objectives . -.| |- orientation-, .- .-
el b | Time EB-Uptake - f el
N— —

Decisive Issues

Organizational factors ; Managerial factors
Successful-EB-adoption

Hierarchical position of g“d usein the Managementperspectives

the ICT Manager in the || ortuguese l&— and attitude towards

organizational subsidiaries of the ICT/EB adoption and use

structure pharmaceuticd

ICT/EB literacy Industry

~

Resultant Issues

Organizational factors Environmental
factors
User attitudes Power
towards ICT/EB relationships Business pressure to
adopt EB

Figure 7.27 Expansion of Figure 7.1 showing the relationship amongst issues

affecting ebusiness adoption and use and success (Source: Compiled by the author)
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7.2.3 - Research Question 3

How does the institutional structure of the Portuguessubsidiaries of the
pharmaceutical industry affect communication related tebesiness adoption?

ICT and sales and marketing are institutions with their own beliefs, attitudes, rules
and policies, hat exist within the broader institution of the pharmaceutical industry.
Starting by the ICT department, which is the local representative of the Group ICT
team, it is burdened with the resultant work from this responsibility and also to
assure that the ¢al ICT structure works and that the daily operations function
without problems. They are fully committed to their function and their priority
consumes all their human resources and time available. They are completely
absorbed by the ICT company or theivroinstitutional structure and do not have the
time or availability to establish a good communication with the other areas where e
business could be implemented. Also, once their ICT human resources are all
absorbed by their priority, they do not feehibuld be worthwhile as it would not be
possible for them to start new local projects due to the scarcity of the ICT specialists.
Even with outsource services, there is always the need for someone from ICT to act
as an interface between the user departraedt the external services, attend to

meetings and follow up the project.

As for the commercial area of the company, mainly sales and marketing, their main
pressure comes from the local laws and the difficult customer that they deal with,
aggravatedvith the internal pressure of the ambitious sales targets that they have to

attain. On their side, they are also very absorbed with alirtkigution structure

The communication flows vertically, from the top management or international

Group sales meetingshr ough on to their fwehavketot arget,
attend regular meetings before each cycle, and also internationally They consi
their work creative, and the richness of the results is the establishment of a good
relationship with thedoctor through formal or informal contacts, even taking
advantage of common interests between the representative and the doctor being
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visited. Rigid timetables or the use of computers is against their nature. Reporting
has always been a difficult taskrfthem. They consider their main priotitthe
promotion of the products to the doctoeverything else lagkg of importance.
Their communication with their colleagues from ICT is poor, and they always

complain that computers are a waste of time.

It is evidenced from the analysis of the case studies that the institutional structure of
the pharmaceutical industry with its strict policies, traditions, rules, an institution that
endures in their traditional way of working, apparently inhibit the commuaicat
between the two groupkCT and sales and marketin@n one side forcing ICT to be

only focused on the priorities stipulated, not investing in more professional ICT
human resources andn the other side, fearing that any change may affect the
resultsof the company, not interfering and even cheering the traditional way that the
sales and marketing team do their function internally or eallgrnear the medical
doctors. @ what concerns the use of computers in their business processes, the
research edenced that the pharmaceutical industry is mainly sales and marketing
and their opinion and attitudes prevail localligure 7.3 illustrates the influence of

the institutional structure of the pharmacedticedustry o1 the communication

between the difrent working groups of the organization
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Conditional Issues Environmental
&Hnstitutionat
pressures

Organizational factors
' Humiah.and | |[.Organizationial . .| |. Quality & type .| | Markets'.:. . ."| [fHLawsi it
.- Financial*. .| | -structure-.-.-.-."| |"OfICT.-,~.-.-.-.. r.Customer-. ... Group policies
- Fesources: - | fLooleleeoe+0| | EB objectives. - o [ -Orientation - - - Competition
------------------------------------ -Tl-meEB.uptake..- .-.-.-.-.-.-.-.-.-.-

—1

Decisive Issues Successful-EB:adoption
and-use:in the Prtuguese
Organizational factors SlﬁbSId'a”es.Of lthe d d Managerial factors
Hierarchical position of ‘ PREAEe UG sty
the ICT Manager in the i
organizational Management
structure perspectives and attitude

ICT literacy Evirsieniatactols towards ICT/EB

adoption and use

Communication-between

Horizontal LT
institutions

commumnication

A\

T —

R

Organizational factors Environmental
factors

Resultant Issues

User attitudes Power Communication Business pressure to
towards ICT/EB relationships between different adopt EB
Working-groups

Figure 7.37 How the institutional structure of the PPhI affects communication
related to ébusiness adoption (Source: compiled by the author)
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7.2.47 A model to understand the successful adoption and usdwadiress in the

Portuguesasubsidiaries of thpharmaceutical industry

A model illustrating the process ofbeisiness adoption and ugégure 7.4)was
developedn orderto helpto undersand the applicability of an institutional theory of
organizational communicatiom explainng the successful adoption and use of e
business in the Portuguesebsidiaries of th&harmaceutical Industry. This model
evolvedfrom figures 7.1, 7.2 and 7.3 amllinked with and expandthe analysis of

the factors related tolausiness success, exhibited in Figure 2.1, to the characteristics

of the industry under study

There are two basic dimensiomdich sustain the model and moderate the strong
influence ofthe institutional pressures constitutitige environmentinder studyThe
first one is the existence of tkeowledge orCT/e-business in the organization. The
secondone, concernghe senior management supptirtthe developmenof the e
business capalities. Senior management should ipeolved in the process of-e
business @option and useynderstandhe ebusiness needs of the organizatand

enforce communication between working graups

The support of dusiness capabilities includes:
¢ Divulging the perceived advantage ebasiness
e Developnent of e-business knowledge in the organizatioy in-house or
external experts
e Providing the necessaryseurces for dusiness adoption
e Creating an infrastructureto transform eébusiness skills into -busiress

competences.



Page212

The involvement ofthe senior management driving the process of-business

adoption and use is also important. It gt up an éusiness strategpelp resolve

thepr obl ems of wusersdé resistanmnmeenmanagers hange
in the organizationas well as acting@s a guarantee for a better communication

between the different working groups under the pressure of the institution.

Organization _
E-business Competences

E-business strategy
E-business infrastructure Human and financial resources
Good communication

v
A

A

Management _ -
E-business technical and
managerial proficiency

Senior management characteristics
Support E-businesssystems
Involvement in the process of E
businessadoption and use
collaboration | Understand E-business needs of the
organization

»( Enforce communication between

T working groups

A

support

ICT/E -business knowledge <
Perceived advantage
Involvement of the ICT in all
processes of the organization

Institutional pressures

] Group policies

Environment Local laws

Market / Customer orientation
Competition

Figure 7.4 A model to undetsnd the successful adoption and use-bfiginess
in the Portuguessubsidiaries of theharmaceutical Industry

(Source: compiled by the author)
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7.3 - Contribution to knowledge

The cortribution to the existing body of knowledge of this research is as follows:

7.3.1 - Research subject

This research contributes to knowledge by providing academics and practitioners
with an indepth study and original explanation of the Portugsessidaries of the
pharmaceutical industry and analysing the issues that are likely to influence the e

business adoption and use in this industry.

Although many companies have been increasingly investing in ICT, they still lack

the knowledgen how to managehe process of-business adoption and use.

The research provides guidelines and a description which enables the ICT
professionals and the business managers of the Portuguese pharmaceutical
companies to diagnose why the company is achieving a certaireddgeccess and

to take specific action to address the reason for IGBbuseess adoption and use.
Furthermore, this research presents a new model that explains how the combination
of issues and factors related tebwsiness success can be explainediwithe

principles of institutional theory of organizateltommunication (ITOC).

This study evidences that Portuguese pharmaceutical companies, as mainly
subsidiaries of multinational companies, can usbusness innovatively and
strategically and ackve business benefits that might not be expected from firms that
usually have very limited resources. The work further demonstrates that the study of
these companies can contribute to the development of theory in the field of e

business.
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7.3.2 - Resarch context

This research explores structures and validates influencerdudimess adoption

and use within a specific context the Portuguese pharmaceutical industry.
Although this industry is dominated by subsidiaries of multinational companies,
there is a lack of research in Portugal about this subject. The findings can help many
Portuguese pharmaceutical companies to reach higher levels of use of ICT and e

business and to become more competitive in this traditional industry.

7.3.3 - Researcimethods

It is not much usual that a research strategy in the field of information systems draws

on qualitative methods, on an interpretative perspective, thus delivering a
methodological contribution to the existent information systems research. The
interpretative perspective of social enquiry has proven to be a viable approach to case

study research in the field of information systems

Also the method of analysis, cognitive mapping, is quite recent in the field of
information systems. Cognitive mapping & qualitative technique designed to
identify cause and effect as well as to explain causal links (Eden, 1990; Eden &
Ackerman, 1998), also an important tool in a representation of thoughts as it is able
to reflect different views of group members, aidestructure a problem and facilitate

mutual understanding.

Also innovatively, for the theoretical validation of the findings of the analysis, it was
used the theory of ITOC (institution theory of organizational communication)

extending its application tine field of information systems.

As a result, the study was able to develop a model to help to understand and explain
success with -business adoption and use in the subsidiaries of the Portuguese

pharmaceutical companies.
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7.4 - Limitations of the study and opportunities for further research

Several limitations of this research provide ways for further research.

1) Sinceour study was focused on local subsidiaries of multinationals which
represent the majority of the Portuguese pharmaceuticglaaes, no fully national
company was studied, due to the logistics limitations as the national company that
could be investigated was on the north of Portugal, and as this research is multi
method the researcher would need to stay at least 3 \we€km1to, in the north of

the countrywhat would become very expensive.

2) This research was essentially exploratory and the findings were inducted from
empirical evidence. Using quantitative methods, to test the validity of the findings
across the entiregpulation of the Portuguese pharmaceutical industry, deductive

research could be carried out.

3) This research developed for a specific situation, the Portuguese pharmaceutical
industry, raises questions about the generality of our findings beyosdrtiustry.
Since the companies studied are subsidiaries of pharmaceutical multinationals,
qguestions remain and future research is encouraged as ¢eribealizatiorof this

work to other multinationals or larger companies.

4) As our investigation fmsed on the general use obu@siness in a local
pharmaceutical company, future research is encouraged to explore deeper the
resultant findings of this research on the influence of leadership, transnational culture
and cultural working groups real differees, in the context of the pharmaceutical

industry, for the uptake of ICT systems and succesdbulseness.

[o]
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APPENDIX A

List of the questions of the interviews
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ANALYSIS OF INTERVIEW 3.2

The person of this interview is one of the Administrators, with the position of

Business Franchise/Marketing Administrator, reporting to the Generaindsirator.

He has been 3,5 years in this position and company, and has a long career of 22 years

in the pharmaceutical industry.

He is responsible for all the Marketing activities of the Company..

QUESTIONS FOR THE INTERVIEWS

| i Company Information

1.1) Code name of the Company

1.2) Subsidiary of a multinational Group |__| National Company |__|
Portuguese Multinational |__| Production |__| Only Marketing |__|
1.3) No. of Employees: Rdyking in market | |

1.5) % Reps in relation to the total n°® of employees

Il - Employee information

2.1) Number of years in the company

2.2) Number of years in the pharmaceutical Industry

2.3) Actual Position in the company?

2.4) Reporting to whom?




Page249

2.5) How long in current position?

2.6) Department:

Il - IT COORDINATOR

IV - FOR EVERYONE THAT WILL BE INTERVIEWED

Computerized Information and Control, Systems (cont.)

4.1) Do you use a computer?

4.2) What sort ofwork do you do through the computer?

4.3) How do you use the Internet to do your Job?

4.4) Do you know what is Electronic Business ?

4.5) How do you see its application to the different sectors of this company?

4.6) If we enter in a sociahealth centre, hospital or private consulting, we ca
always see groups of reps from several pharmaceutical companies, talk
between themselves, waiting to be received by the medical doctors.
function of the medical information representative, wellpaid and with lots of
benefits, represents a heavy econo
think that this function can be rethought, taking advantage of the existin
electronic facilities, to pass the message on to the doctor?

4.7) Do you think that these professionals would have a strong negati
reaction?

4.8) The use of laptops by reps has increased the company’s compet
advantage?

4. 9) Repsd6 training is done el ectr

ng

The

ve

tive

oni cal |l
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4.10) The results of the visits to the mechl doctors is done electronically?

4.11) Seminars and congresses : are they organized, documented, or proje
via Internet?

4.12) Do you think that the visit to doctors could be improved with the use of
wireless device, like a laptop or a mobd phone, which could give immediat
access to any information in the Cada

4.13) Do you know what is on the Internet, a chatoom, forum or discussion
group?

4. 14) Donot you t hi nkroomshfarum ar sliscasgion
groups, with exclusive access, could be one way for the medical doctors (¢
certain speciality discuss online and interactively their experiences, or for tf
pharmaceutical companies to introduce what is new in investigation?

415 The information provided by your
of value to the company?

4.16) The use of computers reduces strongly the administrative work related
the organization?

4.17) If you wish or need a new IT system, that you can prevthat will bring
competitive advantage to the company, do you have the freedom to ask for
Do you think your opinion would be taken in consideration?

4.18) Do you think that the current use of the computer systems has caused
existing unemploymat situation in this country?

National Culture

cted

(1)

mpany o0 s

private
nf a
e

repséo

it?

the
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4.19) If you need to deal with a non common or not easy situation from a pubiic

organization like a government department or a Bank, how would you proceed?

4.20) My colleagues are reluctant to disagreeith their Manager

Influence of a dominant leader

4.21) If the Managing Director decided that a certain computer system wit
which you wouldndét agree, was to b
react?

4.22) If an employee complains to agyson with a higher position than his/her

own Manager, he/she would suffer later for doing so

Customers

4.23) The customer of the pharmaceutical industry is a trilogy composed by t

doctor that prescribes, the government that pays and the patient thatonsumes|

- Which of the three is a first priority to the company?
4.24) In the Portuguese society, the medical doctor is a working class that ¢

could consider elitist. How does the company deal with a customer of this typ¢

4.25) In your opinion what do you think would attract more the attention of a
medical doctori an expensive gift or scientific information of good quality?

Legislation

4.26) The law of this country related to the pharmaceutical industry is ver
strict

Company history and traditions

4.27) Traditions in this company are not what they used to be

4.28) Anyone has the freedom to challenge traditional ways of doing things
this company

e

bne

87

in

used
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Company expectations

4.29) The company demands outstanding performance from its empiees

Individual Culture

4.30) If someone hurts or offends you, how do you react?

Products and Services

4.31) Tell me about the general characteristics of the products of this industry.

The Industry and its competitors

4.32) How does your competitors affecthie business process of your company*

Research and Development

4.33) How does Research and Development affect a pharmaceutical compan

Procedures and policies

4.34) Do you have to follow any sort of local procedures and policies ?

Rewards System and Measuremen

4.35) Are you happy with the rewards system of your company?

Transnational culture

4.36) What international activities like, for instance, policies, group standards
strategy directions, or meetings, interfere with your local function?

?

y?



