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At Issue:  The Underwriting Unit in Big Insurance Company (BIG) faces significant internal communication challenges.  With over 200 employees operating out of 7 field offices around the U.S., it is difficult for management to disseminate internal operating information, such as policies, procedures and new initiatives.  In addition, once information is disseminated (typically via e-mail) it is difficult for employees to find it for future reference.  Further, there is no “trail” for new employees to track back prior correspondence.  
Technology Recommendation:  It is recommended that the Employee Information Portal (EIP) be utilized as a “one stop” access point for internal operations information.  The portal can be accessed via the corporate Intranet by all employees and would dramatically improve communication dissemination and storage.  The following are the key features of the EIP:
· Broadcast message capabilities from management
· Electronic document storage and retrieval
· Employee discussion forums
· Links to online subscription sources
· Search functionality
· Access via PDA when out of the office
· Management Read / Write / Edit Access
· Employee Read / Write Access
Barriers:  While most in the organization would agree that implementing the EIP would provide benefits, there are (a) people, (b) cost and (c) infrastructure considerations (as shown in Figure 1), including:
· People:  Some in the organization, including some members of management, feel the status quo is just fine.  They are comfortable using current tools and see no need to waste time and money on a redundant system to e-mail and print publications. In addition, those who currently coordinate publication subscriptions and distribute written procedure manuals see this as a direct threat to their job functions (the Gatekeepers).  
· Cost:  Use of any new technology comes with costs for implementation and ongoing support.  All current and future costs must be authorized in the annual expense budget process.
· Infrastructure:  Ongoing integration of this technology with other systems (such as corporate e-mail and online subscriptions) will be crucial.  In addition, security of confidential internal documents is vital, as is the privacy of employees.
Strategies to Overcome Barriers:  As outlined in Figure 2, the following are the key strategies to overcome these barriers.
· People:  To overcome the people barriers, a Diffusion Strategy will be put into place.  This strategy is outlined below.
· Cost:  Costs associated with implementing the project have been quantified, considering both the short and long term expenditures.  It is anticipated that by starting small and adding content and functionality over time, the costs will be offset by the elimination of (a) multiple subscriptions to print journals and publications and (b) the printing and distribution costs of procedure manuals that are sent to each employee. 
· Infrastructure:  By implementing the EIP in phases, the project will more easily dovetail with ongoing Information Technology (IT) projects.  As the EIP will be under the direction of IT, all security and privacy issues will be addressed through their normal protocols.


Figure 1:  Barriers to Consider
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Source: Garland, 1995, Rogers, 1995
Figure 2:  Strategies to Overcome Barriers
[image: image2.png]* Diffusion Strategy
(see below)

Quantify costs

¢ Consider short
term vs long term

o Start small and

build up

Infrastructure

¢ Build in phases
¢ Involve into
ongoing IT plans
* Plan for security /
privacy





Source:  Garland, 1995; Rogers, 1995
Diffusion Stratgy:  As noted above, to overcome “people” barriers, a Diffusion Strategy is necessary. Rogers (1995) proposes that individuals faced with a new innovation go through the following phases in a 5 step process beginning with the initial awareness:
1. Awareness / Knowledge:  When the individual first gains information on what the innovation is and how it works.
2. Persuasion: When information is received that reduces uncertainty and impacts a person’s attitude or perception.
3. Decision:  When the individual engages in activities leading to adoption or rejection of the innovation.  
4. Implementation:  When innovation is put to use.
5. Confirmation:  When the adopter considers information that confirms the decision to adopt (or reverses the decision).
Figure 3 highlights the diffusion strategies that will be taken at each of these phases:
Figure 3:  Diffusion Strategies for each Psychological Phase
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Source: Rogers, 1995; Dormant, 1986
Proposed Timeline:  The proposed timeline for full support of the project is 18 months from now.  While several people are already on-board and are excited to start using it (the Early Adopters), it is anticipated that some will avoid using the EIP until the bitter end (the Laggards).  Others will adopt the system over time as they begin to realize the benefits that the others (the Opinion Leaders) are touting.  Figure 4 below illustrates the anticipated adoption of the EIP over the next 18 months, including the adoption rate for each quarter, as well as the total adoption progression.  It is anticipated that the greatest rate of adoption growth will occur between months 6 and 12 after the Opinion Leaders share their positive experiences with the tool.
Figure 4:  Anticipated Adoption Timeline
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