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Revisiting Innovation Adoption Theory through Electronic Public Relations

Purpose: The purpose of the study is to shed light in the innovation adoption process
taking place in the public relations field through the use of Web 2.0 applications and

social network activities.

Design/methodology/approach: Innovation adoption of Electronic Public Relations (E-
PR) is examined at a personal, organizational and environmental level by employing
for each one of the previous a number of different sub-dimensions leading to the

creation and verification of a hierarchical tree structure.

Findings: E-pr innovation adoption can be influenced at a personal, organizational
and environmental level. Each of the aforementioned levels are hierarchically linked

to a number of factors that can actually speed up the process.

Originality/value: Never before to our knowledge the E-pr adoption process was
examined as a hierarchical model bridging the innovation adoption literature with the

public relations literature.
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Revisiting Innovation Adoption Theory through Electronic Public Relations

INTRODUCTION

Today, public relations activities take place at the center of an expanding highly
dynamic digital media environment. The advent of social networks such as Facebook,
Twitter, YouTube etc. in combination with the use of Web 2.0 applications (e.g.,
Berthon et al. 2012) both by public relations managers' and stakeholder publics has
altered the way public relations is practiced, leading to the introduction of the term
“electronic public relations” (E-PR). Although several studies point out the
significance of electronic public relations in the business context (e.g.,Capriotti and
Kuklinski 2012; Estanyol 2012; Kirat 2007; LaMarreand Suzuki - Lambrecht 2013;
McAllister — Spooner 2009; Men and Tsai 2011; Sweetser and Kelleher 2011; Yang
and Taylor 2010), only three papers (e.g., Alicilic and Atabek 2012; Kitchen and
Panopoulos 2010; Robson and James 2011) have examined the adoption diffusion
process in the public relations field. Moreover, there is a need to provide a holistic
view of the adoption-diffusion process on a personal, organizational and
environmental level. Given the fact that adoption diffusion precedes implementation,
that the vast majority of the aforementioned studies research and determine the
effectiveness of the use of E-PR, further investigation is mandated. Especially what is
missing from the existing literature is an integrated theoretical framework specific to
electronic public relations adoption and the conceptualization and measurement of

factors affecting E-PR adoption.

Radical innovation is an unpredictable, sporadic, non-linear and stochastic

phenomenon offering the potential of long-term superior performance and
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1

2

3 organizational renaissance (e.g., Leifer et al. 2001). However most innovations

4

2 reported are classified as between not very new and substantially new, but not

g necessarily paradigm breaking (e.g., Sheremata 2004). As a result, radicality and/or
9

10 compatibility with the previous non-innovative stage can be seen as a dichotomous
11

12 flooding situation from incremental improvements to radical ones and potentially

13

14 from perfect compatibility to incompatibility (e.g., Leifer et al. 2001). That is why
15

i? many researchers (e.g., Damanpour and Evan 1984; Damanpour 1991; Kaplan 1999;
1 . . .
18 Kinnunen 1996; Kitchell 1995; Dewar and Dutton 1986; Zaltmanet al. 1973; Garcia
20

21 and Calatone 2002; Knight 1967; Zhou et al. 2005; Rogers 1995) conclude that

22

23 innovation is any idea, practice or object that an adopting individual or organization
24

Sg perceives as ‘new’ and not as something that is totally pioneering. In the information
% technology (IT) domain according to the definition of Lee and Xia (2006) innovation
29

30 can be defined as “an administrative or operational idea, practice or object, perceived
31

32 as new by an organizational unit and whose underlying basis is IT". As a result

33

34 information technology innovation can be of various types supporting technical tasks
35

g? or deployed in a strategic way that may affect the overall organization (Zhu et al.,

38 . . . .

39 2003). According to Allen (2000) research in information technology is argued to be
40

41 more an extension of organizational behavior and management than computer science
42

43 since organizational structure, processes and people move IT innovations beyond

44

jg what is usually described as purely technological.

47

48

49 : : : : :

50 The previous theoretical arguments can be extended for electronic public relations
51

52 since they a) are supported by information technology developments b) require

53

54 business and organization reconfiguration and c) can shape industry environments and
55

g? stakeholder publics (Zhu et al., 2003). Most studies highlight the fact that public

58

59
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relations departments have distinctive and unique I'T communication needs compared
with other departments within the same company. With respect to strategic focus
public relations departments are concerned with meeting the needs of stakeholder
publics, cultivate relationships and create long-term profit. Thus much of the work of
pr practitioners is about the exchange of information and communication. Their use of
IT does not aim directly to a commercial benefit but to the improvement of the
organization's ability to share ideas and information. As a result although use of social
networks along with Web 2.0 applications can be considered mainstream in general
this is not the case for public relations' purposes and activities (e.g., Estanyol 2012).
This is particularly true for countries like Greece and the Balkan region in general
since, according to credible reports from different sources (e.g., Eurostat 2013;2016;
OECD 2013; EL.STAT. 2013),internet use and knowledge is still below the European
Union average and international standards. Many organizations especially SME's do
not perceive the need to integrate E-PR into their ongoing activities because of cost,
time and lack of understanding of the full potential of E-PR and its strategic
importance to their communication activities (Panopoulos, 2009).Thus when
discussing the adoption of E-PR, Greek public relations' practitioners can be
considered as laggards and their impact on the digital communication field can be

seen as lower that its full potential (e.g.,Panopoulos, 2009).

Prior research (e.g., Carter Jr. et al. 2001; Kaplan 1999; Moore andBenbasat 1996;
Harrison and Waite 2006; Thong 1999; Tornatzky et al.1990) indicate that the
characteristics of the [technological] innovation, organizational and personal
characteristics and the environmental context within it takes place, are the major

determinants for the adoption of a technological innovation by an organization. The

Page 4 of 41
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technological context here contains all the existing and emerging IT applications that
can be used for public relations purposes, the organizational background includes the
necessary resources and managerial support for the adoption of electronic public
relations, personal characteristics refers to the capabilities and potentiality of public
relations practitioners towards E-PR adoption and the environmental context describe
the pressures facing by competitors and the stakeholder publics during the adoption
process. At the same time over - hyped technologies, poor implementation and
unintended consequences can offset technology innovation benefits (e.g., Murphy and
Gomes 2003). As a result innovation should be treated as a complex cross-functional
business process that requires integration of information from multiple disciplines
(e.g., Montoya 2009). Here E-PR adoption is approached by juxtaposing and
combining the innovation adoption literature with public relations and information

technology theories.

It can be said that public relations practitioners today are in the midst of a learning
curve (e.g., Toledano 2010) since the adoption of E-PR is a slow continuous process
comprising an ongoing challenge and not just an isolated event. Social software tools
like blogs, wikis, YouTube, Facebook, Twitter, Linkedin, MySpace and so on along
with dynamic corporate websites and Web 2.0 applications such as Skype,
videoconferencing, virtual worlds and games, provide powerful two-way symmetrical
(Yang and Taylor, 2010) communication channels that can foster the egalitarian
nature of dialogic relationships between the organizational stakeholder publics. The
exchange of communication, interactions and experiences through E-PR can lead to
the creation of social capital and to informational, psychological and instrumental

benefits for all parties.
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The purpose of this paper is to shed light on E-PR adoption not by simply applying
different adoption models and diffusion theories in the public relations field but by
creating, through structural equation modeling, a new formative holistic model
supporting E-PR’s adoption process. Evidence from past innovation studies (e.g.,
Premkumar et al. 2008; Vallerand et al. 1997; Venkatesh 2000; Venkatesh and Speier
1999) have so far to our knowledge little emphasize on creating and testing multi-
level adoption factors nor investigate these factors on the innovation adoption process.
This study addresses the following research question: What are the factors on a
personal, organizational and environmental level that influence the innovation
adoption process of electronic public relations. Furthermore, the identification of
personal, organizational and external environment constructs that influence the
adoption process along with their subcomponents can serve as an instrument for the
enhancement of E-PR diffusion and effectiveness, and enabling valuable theoretical
and managerial insights. Finally, the paper will contribute to the general innovation
adoption literature and to the use of IT applications for managerial communication

purposes.

This paper is organized as follows: First the innovation literature is reviewed along
with public relations' theories in an effort to accomplish a multi-disciplinary
approach. Secondly the research methodology employed is described where the
conceptualization and operationalization of the proposed E-PR adoption model takes
place, followed by the statistical analysis and findings. We conclude the paper with
the theoretical, empirical and managerial contributions to this important field.

THEORETICAL BACKGROUND
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Since E-PR practice is bounded by social, economic and technological environs, it has
been significantly affected by the exponential growth of the internet and the advent of
new web 2.0 applications (e.g., Kitchen and Panopoulos 2010).A thorough
examination of the innovation literature (e.g., Cascio et al 2010; Lynn et al. 2002;
Pulkki-Brannstrom and Stoneman 2013; Schillewaert et al. 2005; Waarts et al. 2002)
along with E-PR studies (e.g., Estayanol 2012; McAllister — Spooner 2009) form the
basis of this research and reveals three major areas that underpin the diffusion
process. More specifically the adoption of an innovation by an organization can be
detected at an individual level (e.g., Chen et al. 2009; Gallivan 2003; Hameed et al.
2012; Lee and Kozar 2008; Leifer et al. 2001; Markati et al. 2008; Panopoulos and
Sarri 2012; Schilling 1998; Schillewaert et al.2005) since it has to be implemented by
people working for a company, at the organizational level (e.g., Camison and Lopez
2012; Damanpour and Schneider 2009; Hameed et al. 2012; Harrison and Waite
2006; Jeon et al. 2006; Lee and Xia 2006; Leifer et al. 2001; Mock and Morse 1977;
Sharma and Ra 2003; Raymond 1985; Terlaak and Gong 2008; Wu et al. 2003) since
it will eventually have to be embraced by the whole organization in order to succeed
in the contextual environment(e.g., O'Neill et al. 1998; Chau and Tam 1997; Chwelos
et al. 2001; Hamel and Mol 2008;Hameed and Counsell 2012; Harrison and Waite
2006; Lee and Xia 2006;Premkumarand Ramamurthy 1995; Quaddus and Hofmeyer
2007;Terlaak and Gong 2008; Wu et al. 2003) which itself is heavily influenced by
the external developments. Therefore, we can hypothesize that:

RP1: Electronic public relations adoption is a multidimensional, hierarchical construct
incorporating the dimensions of Personal characteristics, Organizational

characteristics and Environmental characteristics.
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Personal Characteristics
Opportunity recognition and the tendency to change depend heavily on individual
initiatives, skills, competences and knowledge. Therefore executives with risk taking
propensity, out of the box thinking and entrepreneurial behavior can be seen as
catalysts for change (e.g., Schumpeter 1965). Regarding the personal characteristics
that influence the innovation adoption process of E-PR, the literature (e.g.,
Panopoulos and Sarri2012; Schillewaert et al.2005) identifies computer self-efficacy,
personal innovativeness, attitudes and perceptions towards the innovation.
Technology competence requires not only physical assets but also intangible personal
characteristics which are more likely to generate competitive advantages since skills
and know how are complimentary to technological assets and difficult to obtain (Zhu
et al., 2003). These factors are associated with the attributes of innovative individuals
and (e.g., Becker1992), they can be seen as the basic psychological underpinnings of
human capital in an organization. Computer self-efficacy, which refers to the extent of
prior experience of[a] public relations' practitioner with computers and on-line
environs, can create and enhance positive perceptions about E-PR (e.g., Shivers-
Blackwell and Charles 2006; Compeau and Higgins 1995; Venkatesh and Davis
1996). Self-efficacy theory is based on Bandura’s work (1986) about the utilization of
physical, intellectual and emotional resources required to deal with prospective
situations. Computer self-efficacy depicts the prior level of knowledge that public
relations' practitioners have in computer applications which can provide the
foundation for and accelerate the development of E-PR activities. Personal
innovativeness, or the persisting tendency of public relations managers to innovate
(e.g., Stam and Staton 2010; Midgley and Dowling 1978; Steenkamp et al. 1999;

Agarwal and Prasad1998; Kirton 2003; Leavitt and Walton 1975; Midgley and
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Dowling 1993), can also be a significant predictor of E-PR adoption (e.g.,
Schillewaert et al. 2005; Limayem et al., 2000; Frambach and Scillewaert, 2001).
Personal innovativeness is defined according to Panopoulos and Sarri (2012) "as a
predisposition or attitude describing an executive's learned and enduring cognitive
evaluations, emotional feelings and action tendencies towards adopting new

information technologies".

Attitudes and perceptions towards an innovation further determine the positive or
negative behavior of an individual, according to several researchers (e.g., Premkumar
et al. 2008; Vallerand et al. 1997; Venkatesh 2000; Venkatesh and Speier 1999).
Motivation theory supports that attitudinal or behavioral beliefs can significantly
affect the favorable outcome of an innovation adoption. Therefore, we can
hypothesize that:
RP2: Personal characteristics as a construct incorporates Computer self-efficacy,
Personal innovativeness, Attitudes and Perceptions of public relations practitioners
towards the innovation.

Organizational Characteristics
Organizational characteristics include, the size of the organization and more
specifically the number of employees, the number of practitioners in the public
relations department and capitalization, top management support, technical support
and training in order to overcome perceived obstacles, are reported in various
adoption studies (e.g., Dholakia and Kshetri 2004; Laforet 2008; Lee and Xia 2006;
Stock et al.2002) as predictors for innovation-adoption. Different types of I'T
innovation require different degrees of resource commitments because of their scope

and complexity (Sharma & Rai 2015). The capacity of an organization to have access
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both to human and capital resources can boost diffusion of an innovation (e.g.,
Dholakia and Kshetri 2004). Organization structure and innovative organizational
forms therefore can help in exploring and exploiting new opportunities. Larger
organizations in general are more receptive to initiate an innovation adoption
procedure (e.g., Lee and Xia 2006; McKay et al. 2004; Hameed et al. 2012; Zhu et al.,
2003), though according to the initial Schumpeterian hypothesis organizational size
would be negatively correlated with innovation adoption. There are however few
studies reporting that small and medium enterprises, due to the lack of bureaucratic
procedures and their lean organizational structures can implement innovations faster
(e.g., Laforet 2008). Since the majority of the studies in the literature lean towards a
positive correlation in general towards size we decided to include that to RP3 in order
to investigate it further in our case. Top management support is also a crucial factor
for successful adoption (e.g., Cascio et al. 2010; Wu et al. 2003; Damanpour and
Schneider 2009), since E-PR adoption should be treated as a strategic decision
received by senior management. Top management has a central role in implementing
strategic decisions (e.g., Kohli and Jaworski 1990) and as a result the strategic nature
of electronic public relations' calls for an organization's communication plan (e.g.,
Hwang 2012) which requires top management attention and commitment. A
combination of low levels of a) horizontal specialization, b) formalization, c)
centralization and interdepartmental communication can increase flexibility,
creativity, experimentation, freedom to act and greater interaction, providing a solid
base for the adoption of an innovation (e.g., Camison and Lopez 2012). Finally, on
the grounds that perceived obstacles are reported to have negative effects on IT
innovation adoption efforts (e.g., Berthon et al. 2012; Hong and Zhu 2006;

Panopoulos and Sarri 2012), it is important for an organization to provide the

10
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necessary training and constant technical/informational support to help overcome any
reported problems.
RP3: The Size of an organization in terms of the number of employees, the number of
public relations practitioner and capitalization, Top management support, the
appropriate Training support and Technical support are the antecedents of the
Organizational characteristics.

Environmental Characteristics
Since an organization is not an isolated unit but interacts with its external
environment and society as a whole, it can be assumed that influences received from
stakeholder publics and competitors will significantly affect the adoption process
(e.g., Mckay et al. 2004; Panopoulos and Sarri 2012; Schillewaert et al. 2005; Zhu et
al., 2003). According to the literature (e.g., Abrahamson and Rosenkopf 1993;
DiMaggio and Powell 1983; Rogers, 1995) stakeholder publics and competitors can
be seen as external change agents that influence the adoption diffusion process of an
IT innovation. The adoption of a strategic innovation like E-PR can change the
competition landscape, affect the business structure and leverage new ways to
outperform rivals (Zhu et al., 2003). Stakeholder publics are the main receivers of E-
PR activities, while competitors also try to reach the same stakeholder publics through
their potential E-PR actions, thus bringing pressure to bear for faster and more
effective adoption. The phenomenon described above is strengthened by the fact that
the use of social media and web 2.0 has turned stakeholder publics from content and
message consumers to content and message providers (e.g., Berthon et al. 2012)
allowing them to initiate and maintain communication procedures and thus increase
the pressures towards an organization. That is why several innovations have been

adopted by organizations on the basis of a ‘bandwagon effect’ or the need to keep up

11
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with environmental change and not by strategic choice. The bandwagon effect can be
so strong that sometimes the phenomenon of the "blind leading the blind" results in
the forced adoption of inefficient innovation out of fear that other organizations will
use them successfully (e.g., O'Neill et al. 1998). This is particularly true for public
relations departments since one of their main responsibilities is the continuous
environmental scanning and communication adaptation to stakeholder publics (e.g.,
Chen 2013; Ramsey 1993). Thus we can propose that:

RP4: Environmental characteristics as a construct incorporate perceived pressures

from stakeholder publics and perceived pressures from competitors.

Summing up according to the literature innovation adoption is a multi-disciplinary
process affected by a number of factors at different levels. This study attempts to
approach the innovation adoption in the public relations sector by examining the
contribution of several variables and also at the same time by categorizing these
variables in a personal organizational and environmental level, thus creating a
hierarchical structure. Each of the four research propositions will be tackled via the
method described below.

METHODOLOGY
After an extensive review of both the innovation and the public relations literature, an
exploratory qualitative study was conducted. Three public relations academics, along
with three highly experienced public relations practitioners, were interviewed and the
outcomes were content analyzed using established qualitative data analysis techniques
(e.g., Miles and Huberman 1994). This method allows the specification of construct
domains, the generation of sample items for new constructs, the examination of the

validity of existing and adapted measures, and the assessment of the ‘nomological’

12



Page 13 of 41

©CoO~NOUTA,WNPE

Information Technology & People

validity of the conceptual model (e.g., Churchill 1979). In most cases, existing scales
from the literature with modifications to fit the context of the study were used, as
shown in Table 1 below.

Table 1

For each of the three major components - personal, organizational and environmental
characteristics - subcomponents were added and finally individual items were
specified. Based on these qualitative findings, a draft questionnaire was constructed
and pre-tested with 12 public relations practitioners with experience in E-PR practices
in order to check content validity (e.g., Fraenkel and Wallen2000). This process led to
a modification of five items which were rephrased according to practitioners’

suggestions.

The questionnaire was subsequently uploaded electronically. The targeted sample
consisted of public relations practitioners employed by companies participating in the
Athens Stock Exchange. Companies participating in the research derived from private
or public sector covering a variety of activities (ex. technological, banking,
construction etc) and with a wide size in terms of capitalization and human capital.
An e-mail containing instructions and a 7-digit password was sent to each companies'
public relations department. The electronic questionnaire can eliminate human
mistakes in the data-entry level but because of the lack of human presence it can
suffer in terms of correct completition by the respondents. In order to minimize
potential coverage bias, we followed all the established protocols including creating
awareness, providing securitized access to the research instrument, ease of
navigability, and straightforward completion (e.g., Goldby et al. 2001; Solomon

2001). Out of 362 public relations practitioners, 119 responded by completing the

13
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electronic questionnaire creating a satisfactory response rate of 32.87% (e.g., Fraenkel
and Wallen 2000) much higher than most electronic surveys (e.g., Solomon 2001).
Further, in order to ensure that the sample size was appropriate, a mathematical
formula was usedl(e. g., Newbold 1995). The result indicated that the desirable size of

the sample should be 83, which is less than the actual size of the sample.

Though with the previous mathematical formula used the size of the sample found
appropriate we tried also to eliminate any possible bias of the characteristics of the
population that participated in the research with those that chose not to do so. In order
to do that we followed a well established procedure (e.g., Armstrong and Overton
1977; Fitzgerald and Fuller 1982; Lin and Schaeffer 1995; Groves and Peytcheva
2008) based on the differences (if any) between early and late respondents. According
to the studies mentioned above there is a relationship between participating in a
research and the speed of response allowing the equation of those that did not answer
at all with those that answered with great delay. As a result two groups consisting of
20% of the research population coded as early and late respondents were created and
checked for differences at 0.05 level. No statistical differences were found in the
answers of these two groups and as a result, we can conclude that there was no
significant difference between those that participated in this research and those that
chose not to do so (e.g., Armstrong and Overton 1977; Fitzgerald and Fuller 1982;
Lin and Schaeffer 1995). While all the criteria identified by Groves and Peytcheva
(2008), such as survey length, respondent pre-notification, follow-up contacts, and
issue salience (i.e. salience was defined as topic that dealt with an important issue (Martin,

1995) that was also current or timely) were catered for by our research design, a non-

. N*p(d-p)
1 (N=-Doy’ + p(l-p)

14
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probability sampling frame was used. Thus, the findings can only be projected to the

obtained sample (Advisory Panel, 2009).

The construct of E-PR adoption was used instead of a discrete or dichotomous
question about its adoption by practitioners as applied in some innovation studies
(e.g., Schillewaert et al. 2005). The reason for doing so lies in the fact that such an
approach is too narrow and does not cover the entire domain of true innovation
adoption as a construct. The variation that is natural to exist in terms of the degree of
adoption by the target population cannot be captured by a single item only.

DATA ANALYSIS
The majority of practitioners participating in this research were female (58.4%) in
their 31-35 years old (32.7%) holding a bachelor (38.2%) or a master degree (27.4%)
with an average salary of 1000-1500 Euros(39.8%) and 1-4 years of public relations'
experience (37.1%). These findings are in alignment with the demographics reported
by previous researchers (e.g., Kitchen and Panopoulos 2010; Mywage.gr 2016).In
general most of the companies in the Greek business sector have marketing
departments with pr departments or positions reporting directly to them. As a result pr

positions can be the entry level in the companies' marketing department.

The measurement model was first analyzed to test the reliability and validity of the
instrument and then the structural model was analyzed to test the research hypotheses
(e.g., Anderson and Gerbing, 1988). The first phase of data analysis refers to the
examination of the proposed construct (Figure 1) in terms of examining the respective

relationships at the various hierarchical levels.

15
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Figure 1. E-PR Adoption Construct

Since we did not expect all indicators to load on a single factor, Harman’s single
factor test that corroborates the absence of common method bias was used (e.g.,
Podsakoff et al. 2003). Moreover in order to be certain that common method bias was
not an issue — in addition to the above step - the procedure described by Liang et al.
(2007) was adopted i.e. we added a common method factor in the structural model
whose indicators included all the principal constructs’ indicators and calculated each
indicator’s variances substantively explained by the principal construct and by the
method factor (Liang et al., 2007). Evidence of common method bias can be obtained
by examining the statistical significance of factor loadings of the method factor and
comparing the variances of each observed indicator explained by its substantive
construct and the method factor (Williams et al., 2003). Results demonstrated a small
magnitude of method variance as well as principal variable loadings were all
significant at 0.001 level, while none of the common method factor loadings were
found significant, we contend that the method bias is unlikely to be a serious concern

for this study.

Having in mind the items employed in order to measure the nine sub-dimensions of
the three major components of E-PR adoption, the examination has been focused on
the degree of their fit with the respective sub-dimensions, for which each item was
thought to fit. The CFA procedure reveals that the items indeed fit well with the
respective sub-dimension for which they have been pertained to be (Table 2).
Moreover, almost all the sub-dimensions are correlated with those sub-dimensions
have been designed to correlate according to the notion of the construct and showed

their consistency as indicated by Cronbach’s alpha coefficient.

16
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Next in the analysis, nine new variables (summated means) were developed in order
to represent each of the nine sub-dimensions. The three major dimensions i.e.
Personal Characteristics, Organizational Characteristics and Environmental
Characteristics were examined for convergent and discriminant validity (Table 3).
Surprisingly, the coefficient estimate of the sub-dimension Size was not significant,

leading to its exclusion from further analysis.

Evidence of discriminant validity is provided by a low to moderate correlation among
measures when are designed to measure conceptually different but related constructs:
a value of a phi () coefficient significantly less than one offers support for
discriminant validity among the constructs (Anderson and Gerbing, 1988). The inter-
factor correlation (@) estimates for all the three dimensions were lower than 1.
According Fornell and Larcker (1981) a construct is empirically distinct if the average
variance (AVE) explained by that construct’s items is greater than the construct’s
shared variance with every other construct i.e. the square of the inter-factor

correlations between any two constructs (¢?) (Table3).

Further, it is crucial to examine the reliability of the proposed models and especially
composite reliabilities and the variance extracted values (e.g., Hair et al., 1998).
Composite reliability refers to a principle measure in assessing measurement models
(e.g., Fornell and Larcker; 1981; Hair et al. 1998). It is a complementary measure to
the construct reliability and evidence of internal stability and convergent validity (e.g.,
Fornell and Larcker, 1981). It is worth mentioning that higher values of variance
extracted take place when the indicators are certainly demonstrative of the latent

construct. The composite reliabilities and the values of variance extracted are

17
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presented in Table 3. All the three models of the three major dimensions present

evidence of composite reliability (Table3).

In fact, E-pr adoption is a multidimensional, hierarchical construct (Figure 1) and thus
it is crucial to examine whether this multi level factor model fits in an appropriate
manner the specific data. For this reason two levels of the specific model were further

examined.

Firstly, the three major dimensions are evaluated to be indicators of the E-pr Adoption
construct i.e. a second order factor model with E-pr Adoption —second order factor-
Personal, Organizational and Environmental characteristics as latent variables —first
order factors- and their eight sub-dimensions as items (summated means). Adopting
structural equation analysis and a CFA procedure, the relative statistics indicate
(Table 3) that the model fits the data relative well (GFI=0.83; AGFI=0.78;CFI=0.81,
RMSEA=0.078). Then, the CFA procedure regarding the three major dimensions
showed appropriate behavior to the sample data (Table 4). In this case, the E-pr
Adoption was represented as a latent variable with the three major dimensions as
indicators (first order factor model). The analysis neglected the step where the three
major dimensions as latent variables could be freely correlate each other having as
indicators their sub-dimensions, since there is no evidence in the literature supporting
that Personal, Organizational and Environmental Characteristics have a degree or a
form of association. The results of the aforementioned analysis indicate a strong
support of all four research propositions, except the case of the sub-dimension Size
which found to be non significant in its participation to the major dimension of

Organizational Characteristics.

18
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1

2

3

4 DISCUSSION

5

? The results of the study verify the three major factors that determine the diffusion

g process reported in the innovation literature (e.g., Carter Jr. et al. 2001; Harrison and
10

11 Waite 2006; Kaplan 1999; Moore and Benbasat 1996;Thong 1999; Tornatzky et al.
12

13 1990). The electronic public relations adoption rate is influenced by personal,

14

ig organizational and external level elements, thus RP1 was verified. As a result, the
g combination of individual characteristics and skills, organizational resources and

19

20 decisions, stakeholder publics’ demands and competitors’ activities can each impact
21

22 upon and determine E-PR adoption rates. The identification of individual

23

24 characteristics along with the organizational characteristics and the environmental
25

g? influences bridges the dominant macro-level focus of previous organizational level
28 . . . T . . .

29 studies and the dominant micro-level focus of individual level studies on innovation
30

31 adoption in general but also on E-PR adoption.

32

33

34

gg Computer self-efficacy, training and technical support verify that the technological
g; nature of E-PR should be taken into serious consideration during the adoption

39

40 process. Computer self-efficacy should be a mandated skill for public relations

41

42 practitioners when engaging in digital activities. By saying that we do not imply that
43

44 public relations practitioners are expected to act as IT professionals but they ought to
45

jg have basic knowledge in computer operation which can be seen as a solid ground to
48 . . ..

49 build upon and expand. Any gaps or lack of knowledge in the use of digital

50

51 applications for public relations issues are expected to be covered through training
52

53 programs implemented by an organization. By doing so, public relations practitioners
54

gg will strengthen their IT background, accelerate the adoption of E-PR, and be able to
g; use it more effectively. Perhaps they can also perceive the existence of training as an
59
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additional sign that the organization supports and encourages the adoption of E-PR.
Though computer self-efficacy and training can empower public relations
practitioners in order to face the digital challenges ahead of them this still is not
enough since several obstacles of a technical nature are reported from different
innovation studies (e.g., Dholakia and Kshetri 2004; Laforet 2008; Lee and Xia 2006;
Panopoulos and Sarri 2012; Stock et al.2002; Kitchen and Panopoulos 2010;
Schillewaert et al. 2005). This is why professional technical support is required
especially when IT problems arise. Since the internet, as the communication medium,
forms the backbone of E-PR it is possible that certain technical problems, beyond the
capabilities of public relations practitioners, appear. Perhaps a close cooperation with
the IT department within the organization can help public relations practitioners
overcome any IT dysfunctionality exercise greater confidence in using digital

communication applications.

Pressures from the external environmental characteristics reveal the egalitarian two-
way symmetrical nature of E-PR practices (e.g., Alikilic and Atabek 2012; Guiniven
2002; Theunissen and Noordin 2012) and their impact on the adoption process. The
increasing use of social media and Web 2.0 applications by stakeholder publics
enables them not to act as passive viewers and wait from organizations to decide
when and how they will transmit their messages but instead stakeholder publics can
initiate and escalate the communication process, without being controlled, creating
effective electronic word-of-mouth (e.g., Keller and Kitchen 2014). At the same time
firms are benefiting from the customer engagement and can perform more effective
communication since they have the ability to mine and analyze customer data more

effectively and personalize marketing activities based on customer interests. Needless
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to say that competitors, since everything in the digital world moves faster than in the
physical world, participating in this exchange of communication strengthening their
relations with stakeholder publics will result in competitive advantage (e.g., Kitchen
and Uzunogu 2014). As mentioned earlier, the above situation can exercise pressure
on public relations practitioners to engage in a me-too situation, triggering a
bandwagon effect which is not necessarily sound. Yet, according to Darwin (Johnson
et al. 2013) "the process of adaptation by natural selection can apply to any interacting
agent biological or not" so when your environment changes significantly like the

digital environment does, you have two choices either adapt or face extinction.

Top management support, personal innovativeness and attitudes and perceptions
towards the innovation influence E-PR adoption and should be carefully examined
managerially. Knowing the personal characteristics that public relations practitioners
should have along with the organizational support they should get, can help the
organization develop, initiate and implement effective E-PR relations. Since E-PR
adoption besides the underlying technological nature that it has should actually be
seen as a managerial novelty it is important to have full top management support.
Knowing that E-PR adoption is a strategic decision and that its importance is fully
recognized and supported by senior management is a major spur for public relations
practitioners to try harder and adopt E-PR more rapidly. At the same time, employing
public relations practitioners that believe in the advantages and the necessity to adopt
E-PR can be important as they generally are receptive to different innovations in their
personal life or at work, and thus may act as change agents by giving a significant

boost to the innovation adoption procedure.
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Finally the exclusion of size as a sub-dimension verifies the mixed results reported in
the literature (e.g., Hameed et al. 2012; Lee and Xia 2006) though it should be
mentioned that the size of Greek companies has been severely affected by the sudden
economic crises in the market. A possible explanation for the exclusion of size may
be sought at the fact that the initial cost and resources needed in order to initiate any
electronic activity is generally low (e.g., Hong and Zhu 2006; Venus
andQuaddus2011) while electronic communication is not consider to be an intensive
labor activity.

CONCLUSIONS

Theoretical Implications

The theoretical contribution of this paper is of a dual nature as implications apply both
to the innovation and the public relations literature. The framework developed can be
applied by other researchers for further studies in E-PR or other information
technology adoptions in different settings. From a public relations perspective it is the
first time that a holistic approach deviating from the usual adoption models like TAM,
TRA, IDT, and Rogers has been tested with empirical data leading to the creation of a
customized adoption instrument for E-PR (Figure 1). Furthermore, the model
developed enables the investigation of critical factors affecting electronic public
relations at the adoption level offering answers to issues encountered by other studies
(e.g., Estayanol 2012; Toledano 2010; Men and Tsai 2011; Sweetser and Kelleher
2011; Yang and Taylor 2010) at the implementation level. For example the questions
raised about proper and effective use of E-PR activities, the preparation and the need
of such activities can be addressed and resolved to some extent at the diffusion level.
At the same time the model may enrich the innovation literature by verifying the

influence of innovation adoption at an individual, organizational and environmental
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level as suggested by RP1. Going one step further it acknowledges the specific factors
underlying each of the above mentioned dimensions encouraging further studies with
the use of this approach. As a result personal innovativeness, computer self-efficacy
and attitudes and perceptions of individuals toward the innovation form the personal
characteristic construct and significantly affect the rate of adoption verifying RP2. A
combination of computer knowledge, positive perceptions and the tendency to
innovate in everyday life can boost the diffusion of an IT innovation at a personal
level giving to people the necessary material to implement change. Since innovation
in an organization is hardly a personal matter, management support is needed along
with technological support and training especially when an IT innovation occurs. The
size of the organization does not affect the adoption process verifying the outcome of
the meta-analysis on IT innovation by Hameed et al. (2012) that reported mixed
results in terms of size, leading to a partial support of RP3. Finally environmental
characteristics as expressed through the perceived pressures exercised by both
competitors and publics can also act as a proxy for innovation adoption since
monitoring what a companies' competitors do and what their target audience wants in
terms of an innovation can lead to a bandwagon effect.

Managerial Implications
From a managerial point of view practical insights can be offered to public relations
managers and organizations. As internet technologies diffuse and become necessities
technical and managerial knowledge for the E-PR environment becomes even more
significant an implication consistent with recent E-PR studies (McAllister — Spooner
2009; Men and Tsai 2011; Sweetser and Kelleher 2011; Yang and Taylor 2010). This
urges top managers to foster managerial skills and human resource that processes the

knowledge of E-PR and reminds communication departments to develop training

23



©CoO~NOUTA,WNPE

Information Technology & People Page 24 of 41

programs. Prior knowledge in computer and internet use should be required as an
additional qualification when recruiting public relations practitioners that will activate
in digital environs. However this does not mean that public relations practitioners
should have an IT background or be professional in IT. That is why assistance from
other departments at an organizational level, for example from the IT department,
should be offered when obstacles are encountered. But managers can also act
proactively, and even if no IT problems reported, they should try to empower the
internet skills of their practitioners through training programs. Deviations from the
individual characteristics reported reveal the elements that are in opposition to
adoption thus require managerial intervention to achieve alignment and increase the
odds of adoption. Furthermore they should demonstrate their personal support
towards the adoption and implementation of E-PR if they wish others to effectively
adopt it. External pressures should also be taken under consideration and carefully
handled. Monitoring public and competitors attitudes as far as the use of electronic
public relations is concerned can help acknowledging the need to adjust to the
challenges of the new digitally empowered communication world. Finally the
encouragement of positive attitudes and perceptions towards an innovation as well as
the cultivation of personal innovativeness by allowing the employment with other IT
innovations and actions can positively affect the rate of E-PR adoption. Since in many
organizations a ban towards the use of social media and web 2.0 applications among
employees is reported, senior management should reconsider that policy for the public

relations department.

Limitations - Future Research
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The outcome of the study is limited by the cultural environment of the sample since it
is only tested in the Greek business context (thus there could be a case of potential
bias),lduring a specific period of time so it cannot be projected in the future or
compared to the adoption process of E-PR in other countries or in other business
sectors. According to studies a relationship between cultural norms and values and the
adoption of social media across different countries exists (e.g., Berthon et al. 2012).
Moreover, since the E-PR function and public relations practitioners were examined
without taking into consideration the possible interactions with other functions or
departments of an organization, the results can only be projected to the public
relations’ sector. Future studies should test:

>the proposed instrument on the global adoption of E-PR

>the adoption process of E-PR practices by stakeholder publics since they are the
main target of E-PR activities

> the connection of E-PR adoption and E-PR effectiveness

>the implementation of a longitudinal approach in order to shed light to the evolution
of E-PR adoption through time and finally,

> further refinement of the conceptual model as innovation continues apace.
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Table 1. Source of Constructs

Construct

Source of construct

Personal innovativeness (4)*

Argawal and Prasad, 1998;
Schillewaert et al,. 2005

Computer self-efficacy (10)

Compeau and Higgins, 1995;
Venkatesh and Davis, 1996

Attitudes and perceptions (4)

Ajzen and Fishbein, 1969

Size (3)

Dholakia and Kshetri, 2004

Top management support (3)

Training support (4)

Panopoulos and Sarri, 2012

Technical support (6)

Panopoulos and Sarri, 2012

Perceived pressures-stakeholders (4)

Panopoulos and Sarri, 2012

Perceived pressures-competitors (4)

Panopoulos and Sarri, 2012
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Table 2. Sub-dimensions of E-PR Adoption Construct

Sub-dimensions of E-PR St . Mgt Tech  Perc  Perc
Adoption construct Mean Dev PI CSE An  Size Sup Trn Sup Stkh _ Com
Personal innovativeness | 5.62 1.66 0.81* 0.63** 0.58 044 054 0.61 0.48 0.38 042
Computer self-efficacy | 5.58 1.71 0.79 064 052 046 059 0.63 0.59  0.51
Attitudes and perceptions | s 5 g 087 038 055 06 058 052 055
of PR practitioners
Top management support | 4.95 1.69 091 0.67 0.54 0.63  0.61
Training support | 4.93 1.29 0.83  0.59 0.67  0.49
Technical support | 5.75 1.76 0.77 046 041
Perceived pressures -
stakeholder publics 4.29 1.36 el 068
Perceived pressures - | 54 1.86 076
competitors
*Cronbach Alpha values

**Correlation matrix; Note: All correlation values are significant (p<0.05)
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Table 3.The Structure of E-PR AdoptionMajor Dimensions

Information Technology & People

Personal characteristics

Organizational characteristics

Environmental characteristics

AVE D?><AVE  Rel

Persona} 0.56 v 0.75
Innovativeness
Computer

0.59 v 0.69
Self-efficacy
Attltudefs and 0.61 v 0.84
Perceptions

AVE ®@®<AVE Rel
Managemen 0.57 v 0.79
t Support
Training 0.62 v 0.3
support
Technical 0.69 v 081
Support

AVE ®<AVE Rel

Pressures
0.57 0.86
Stakeholders
v
Pressure's 0.88
Competitors

GFI10.931; AGFI0.902; CF10.918; RMSEA
0.062

GFI10.911; AGFI0.896; CF10.901;
RMSEA 0.07

GFI 0.940; AGFI0.908; CFI10.90;
RMSEA 0.083

AVE= Average Variance Extracted ; ®>= the square of the inter-factor correlations between any two constructs; Rel= composite reliabilities
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Table 4. SEM Results of Different Levels of the E-PRAdoption Hierarchical Model

Models tested GFI AGFI CFI RMSEA
Second order factor model 0.83 0.78 0.81 0.078
First order factor model 091 0.82 0.87 0.081






