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Republic of Macedonia, nikolal@eccf.ukim.edu.mk

Abstract.

The article explores social relations between tlassinand IT professionals on operational level by
employing the perceptual congruence model in ttadyais. For the research purpose of this study data
have been collected by on line survey of businesk I& specialists who are working as partners on
operational level in banking and telecommunicatiwtustry. The dyadic relation between business and
IT specialists has been analyzed on 74 usableiqnest or 37 pairs by pairwise comparison between
means using paired one tailed t-test. The resudte wwofold: first they confirmed the existence'false
consensus effect” between business and IT spesialisl second they showed that business professiona
seek to understand their IT partner in proces®lbdlgoration on operational level.

Keywords: social alignment, perceptual congruence, agregrmaderstanding.

Introduction

Gartner Institute predicts that worldwide IT sperpwill grow 2.4% in 2015 and exceed $3.8 trilli@y
2018, spending is forecast to exceed $4.1 tril{ltdartner Market Databook, 4Q14 Update,” 2015). On
the other side information productivity paradox was stage in academic discussions and business
practice for a long time. The initial spark of ptgity was given by Robert Solow’s famous quote “We
see the computer age everywhere except in the gtigity statistics” (Solow, 1987). Since than many
papers has been published to solve the mysteryndethie productivity paradox to provide deeper
understanding of the problem (Brynjolfsson, 1993|ladcks and Lester, 1996, Diewert & Fox, 1999,
Stratopoulos & Dehning, 2000 Dos Santos & SussrganQ, Lee et al., 2005, ). Two main streams
explaining productivity paradox emerged in the &caid discussions: first were the economists seeking
better methods for measurement of IT contributi@rptoductivity and second were the authors in the
field of management who were in quest for bettethmds of management of IT (Macdonald et al., 2000).
This paper is focused on the later consideringrass/IT alignment as key company governance output
which enable achieving better business value fromvestments (Van Grembergen & De Haes, 2010) .

Papp, (1999) pointed out that business/IT alignmerktey to achieve improved productivity from IT
investments. Many scholars in the past confirmedoibsitive relation between business/IT alignmeut a
organizational performance, either on businessga®or company level (Chan et al., 1997, Croteau &
Bergeron 2001; Sabherwal & Chan, 2001; Bergeraal.e2002; Chan et al., 2006; Cragg et al., 2002;
Kearns and Sabherwal, 2007; Tallon & Pinsonne&df,1). Recent publication from the Society for
Information Management (SIM) confirmed again thasihess/IT alignment remains number one IT
management concern for year 2014. The study preskatresults for IT trends from a survey on 717
organizations in USA (Kappelman et al., 2014). ©ttmmparative studies in Europe and worldwide on
the same topic involving ranking of key IT trendsvg consistent results. Business/IT alignment was
mostly ranked in the top of the two priorities blyief information officers (Jerry Luftman & Barry
Derksen, 2013).
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Consulting the existing body of literature we amnfconted with jungle of terminology related to
alignment. Different terms have been used in mhatio business/IT alignment such as: fit
(Venkatraman, 1989) linkage (Chan and Reich, 2@05fpn (Smaczny, 2001) coherence (Chan, 1992)
harmony (Luftman & Brier, 1999), coordination (Ledeand Mendelow, 1989) congruence (Chan and
Reich, 2007). On one hand this pluralism in terrtigy, conceptualization and measurement represents
the richness in the field but on the other handives evidence for lack of agreement about the key
constructs. In this way raising complexity is fostk in the field in which seems easy to get lost
(Hiekkanen et al., 2013). Business/IT alignmentasnt construct is difficult to measure and ie th
academic literature various ways of conceptuabratf the phenomenon were used. Venkatraman
(1989) was referring to the need of consistencwbeh theory development and theory testing reggrdin
the concept of fit.

Critiques of other scholars emphasize that aligrinsemechanistic, static, not desirable and thshduld
often challenge business instead of following (Chad Reich, 2007). Tallon and Kraemer, (2003) found
evidence of alignment paradox arguing that theticelahip between strategic alignment and increased
payoffs from IT is only valid up to a certain poibeyond which paradoxically further increases in
strategic alignment appear to lead to lower IT ffflsydOthers pointed out that models developed are
mainly conceptual and does not correspond to the werld and they are difficult to implement in
business practice (Ciborra, 1998, 1997). The ptevielaboration naturally leads to conclusion that
although there are many theoretical papers andstndicases published in academic journals, many
questions still remain unanswered in the field bframent. Otherwise business/IT alignment would
probably not be rated as number one concern frolusiny practitioners. This was the main driverhd t
author to cover some gaps in the field of sociadimess/IT alignment on operational level explained
bellow in next section.

Social dimension of business/IT alignment

Different dimensions of business/IT alignment westeidied in the literature including strategic,
structural, operational, intellectual, social, aw and cognitive dimension. Making clear separati
between organizational level on one hand and tinéeab of business/IT alignment on the other hand is
good road sign which reduces the complexity for c@wers in the field. This idea of clear separation
was proposed by Schlosser et al., (2012) in ordeprovide integrated categorization of business/IT
alignment dimensions and prevent overlapping iorfutresearch. Regarding the organizational lemel o
which alignment can and should be assessed thegglish between a strategic layer, a cross domain
layer, and an operational layer. The organizatideakls proposed by the authors are based on the
Strategic Alignment Model (SAM) of Henderson andnkatraman, (1993). When it comes to the
discussion about organizational levels of busit€saignment it is valuable to mention the extensad
SAM done by Maes, (1999,1999). Most papers in thst pvere focused on studying alignment on
strategic and structural level and only some onratfmal level (Aversano et al., 2012; Jentsch and
Beimborn, 2014).

In relation to dimensions of alignment Schlossealgt(2012) identify three distinctive groups linten
dimension, 2) social dimension and 3) intellectlinlension. Most of the studies done in the pasty(F
and Wooldridge, 1990; Kearns and Sabherwal, 20@¥HRand Benbasat, 1996) were primarily focused
on intellectual alignment and strategic level netigy the possibility of exploring intellectual damsion

on structural and operational level. Certainly thlee dimensions are important to study but stronge
research gap can be found in the domain of socidlreuman dimension of alignment on operational
level.

The social dimension is about relationships anditivg linkages. It encompasses relationships, alutu
understanding, cultural issues and informal stmec{Gchlosser et al., 2012). Reich and Benbas&0j§20
define social alignment as state in which busiressIT executives understand and are committeldeto t
business and IT mission, objectives and plans.nOftehe literature this is generally accepted rdtfin
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of social alignment. They made distinction in teraisshort term alignment conceptualized as mutual
understanding of current objectives and long telignement as congruence of IT vision. Most of the
authors were following this approach of distingiighshared or mutual understanding about currett an
future role of IT as short and long term alignméftiao et al., 2009). Shared understanding or rhutua
understanding was conceptualized in various wayherpast as:1) degree of shared cognition abeut th
role of information systems (Preston and Karaha@f8@9) 2) shared business/IT knowledge (Vermerris
et al., 2014) or only 3) business knowledge of Wa@ner et al., 2014, 2010). Jentsch and Beimborn,
(2014) in their literature review paper indicatatthlthough some authors (Preston and Karahanf8) 20
make clear distinction between knowledge and umaleding others (Ray et al., 2005, Nelson and
Cooprider, 1996) use both terms interexchangeablsn they came to conclusion that aside from
existence of different approaches towards concépatian of shared understanding most of the papers
have presumptions that shared understanding daepistomean pure understanding but also mutual
consensus between business and IT professionatho’suof this paper supports the arguments of
previous scholars (Jentsch and Beimborn, 2014, ha#irand Brady, 2001) that shared understanding
does not by default implies mutual agreement. Mgkatear distinction between agreement and
understanding and evaluating them as separatergotssion all three levels strategic, structural and
operational provide deeper insight about the cormpleenomenon of social alignment. Exploring both
dimensions as equally important give broader péctabout maturity in social business/IT alignment
indicating that highest level of alignment would d&hieved when partners understand and agree on the
validity of other’s positions.

Haffke and Benlian, (2013) supports the argumesit tinderstanding and agreement are different aspect
of social relationships although they are relatédey extend the concept of shared understanding
between business and IT by using perceptual congeumodel and give more comprehensive approach
towards business/IT shared understanding. SindaHaffke and Benlan most of the authors were
studying social relationships and cognitive linkagetween business and IT executives as members of
board of directors. Authors acknowledged that gahip and mutual understanding between the CEO
and CIO facilitates business/IT alignment and thgrenhance the contribution of the IS to business
performance (Johnson and Lederer, 2010, Hendet®8®, Karahanna and Preston, 2013). In this paper
the author replace the idea of Haffke and Benlam @ifferent organizational level — operationaldiev
The core idea in this paper is to test the relatioetween business and IT professionals on opeatio
level by using perceptual congruence model. Marthasa (Jentsch and Beimborn, 2014, Wagner and
Weitzel, 2006, Wagner and Weitzel, 2012) call farenresearch in business/IT alignment on operdtiona
level. Only recently the paper of Wagner et al014) is one that combines social perspective cdnid
business linkage at nonstrategic levels in dailiftess operations involving regular staff. Therefiis
study can contribute to the existing literaturepbgviding more insight in the perceptual congrueacd
interdependence of operational business and IT. staf

Perceptual congruence model

To examine the interpersonal relations betweemlegsiand IT professionals the author draw on White’
perceptual congruence model (White, 1985) usedialstaffke's and Benlian's, (2013) paper. Before th
study of Haffke and Benlian (2013) the full conceptperceptual congruence that includes separate
measures of actual agreement, perceived agreeméntralerstanding has not been applied in research.
Only Feeny et al., (1992) was measuring mutual eagemt between CEO and CIO separately from
understanding but they were not considering the ‘€p@ediction of the CIO’s responses. The analysis
was only in one direction asking CIOs’ to predi&@s’ responses on IT related questions and compare
their predictions for accuracy. Also there was talg that contrasts the two directions of interpaed
CEO-CIO understanding. Therefore Haffke and Berdiaggest that potential of dyadic analysis in docia
business/IT alignment has not been fully explored.
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Exploring the social and personal relations betwaesiness and IT professionals from various angles
give insight into the collaborative partnershipsween business and IT professionals in everyday
operations. Business and IT professionals are dfitesived in operational interactions during IS oba

and maintenance. In many organizations the straictimkage between business and IT professionals on
operational level have dyadic relationship in foohbusiness and IT system owners or as a team
involving domain demand (business and IT) managBtsiness and IT system owners or domain
demand managers are mainly responsible for integnitl availability of information processed on t8e
This way of creating team with two people with mesis and IT background is often used as a soltdgion
improve mutual understanding between both partieista provide better handling of IS change requests
Therefore the quality of collaboration is highly pgedent by the ability to understand another’'s
perspective. The utilization of perceptual congngeemodel on operational level can help in deeper
understanding the level of collaboration and pastnip between business and IT professionals.

X ) Actual agreement
Business professionals

aa IT professionals opinion
opinion

/),o o\é
“a, &
s, S
. %, &

Perceived O};} W Perceived
agreement @ & agreement
$ %,

& 6‘»;,

Q G,
Business professionals perception of IT IT professionals perception of busi
professionals opinion professionals opinion

Understandning

Figure 1 Business - IT professionals’ perceptual egruence model

White’s (1985) model was often used in social aesle for evaluating relationship between husbart an
wives or parents and children. In the model of gpteal congruence reciprocal perceptions are measur
of both professionals as a pair. This means thdivithual opinions of both professionals are meagdure
and their perceived opinion of the other persorthis manner four variables are compared to measure
actual similarity of business and IT professiomaferred to as actual agreement, 2) the level afgdeed
similarity referred to as perceived agreement anth® ability to accurately predict the opinionather
dyadic partner referred to as understanding.

Many researchers in the past (Acitelli et al., Z993/inger and Breedlove, 1966; Ross et al., 1979
were examining interpersonal relations confirmedt theople often tend to perceive other people’s
perspectives more similar to their own opinion thlaey actually are. This tendency is described as a
result of the inner need of most people to beling own beliefs, attitudes and behavior are noy ve
different from others with whom they interact irns¢ working environment. Ross et al., (1977 cédl th
phenomenon “false consensus effect”. Therefore fits¢ hypothesis is derived from the previous
elaboration that the relation between businesslamqtofessionals on operational level is expectete
subject to the same “false consensus effddy/pothesis 1: In the relation business-IT profesals’
perceived agreement is greater than actual agreém@oth hypothesis and their relation with the
perceptual congruence constructs are presentethliem 1.
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Table 1 Hypothesis and respective constructs

Hypothesis Constructs

H1: In  the relation business-I[I1. Actual agreement

professionals’ perceived agreement | 8. Business professionals perceived agreement
greater than actual agreement. 3. IT professionals perceived agreement

H2: There is no significant difference |n4. Business professionals understanding of IT
understanding between business and| professionals
professionals on operational level. 5. IT professionals understanding of busingss
professionals

Several social relations researchers (White’s 198&telli et al., 1993) has confirmed that power
differentials between two dyadic partners play @umle in their mutual understanding. They indéca
that it is more important for individuals with lesspower to understand those with greater power and
control. Haffke and Benlan in their study hypotlzesi the same about the relation between CEO and CIO
because their positions are on different levehia drganizational structure with different powehisTis

not the case on operational level in the processotiiboration between system owners or demand
managers. It is difficult to say that there is #igant difference in power between the people waglon
daily basis on IS change requests and maintenamgraost companies they work as a team with very
similar authority and responsibilities regarding tt5. Therefore the second hypothedigpothesis 2
states:there is no significant difference in understamndinetween business and IT professionals on
operational levelBoth hypotheses were tested by paired t statistics

Research methodology

To test the previously stated hypothesis a survay designed including questions related to differen
business and IT related topics. The same questiens given for answering to both types of business
and IT specialists including the questions for frtag the opinion of the partner in the dyadicat&in.
Pretesting was done before launching the survdy 8vttusiness and IT specialists from businessipeact
and two academic colleagues working in the fielihtdérest. As a result of pretesting some of theesu
guestions have been improved and reformulateddordance with the received suggestions. Data have
been collected from an on line survey with 19 goest The contacts for the business/IT specialists’
pairs have been obtained from previously estaldistentacts with key informants from the surveyed
companies. In communication with the key informantss highly stressed that for the purpose of this
research are needed contacts from business angetialists working together as a pair on daily $asi
mainly on IS changes and maintenance. The sunasyowenducted in banking and telecommunication
industry in R. of Macedonia (August-November 20héyause this industry was identified as highly IT
intensive. The data on which analysis was perfornaed collected from 12 banks and 3
telecommunication companies. A total of 123 respstigave been collected from 172 sent questioners or
71.51% rate of response. From the total numbeesionses 7 questioners have been removed from the
data sample because in 5 of them there were tog mé&sing values and in two questioners the sesvant
did not engage enough in answering the survey. Baddysis was performed on 74 questioners or only
on 37 pairs of business and IT specialists becthese was no equal distribution in the responsams fr
both professions and making pairs for the total Inemof responses was not possible

Both business and IT specialists were receivingtexarsion of the survey with the same indicatars f
measuring the perceptual congruence. In the samelik@ in study of Haffke and Benlan (2013)
perceptual congruence of business and IT profeslsiomas measured by asking both dyad members to
rate their own level of agreement with statemeelzted to various business and IT topics as wethas
perceived opinion of the other person to the sapies. The statements were covering several impiorta
business and IT issues related to business andoll@boration often pointed as controversial by
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academics and practitioners. A seven point Likedles was used to rate the statements. The four
responses per dyad were than compared intrapehgoanadl interpersonally. Numerical congruence
scoring technique was used (approach used by Acitehl., 1993 and Haffke and Benlan 2013) by
translating two seven-point Likert scale ratingsat@ongruence score between one and ten assigning
relatively lower congruence score when the respoase in opposite side of the spectrum and relstive
higher congruence score when both answers falhén same side of the spectrum. The perceptual
congruence scores of each indicator were aggregatedevel of global score per indicator as anaye
score. Global scores have been tested by usingdoiair statistics.

Data analysis and results

Both hypothesis H1 and H2 were tested by pairwgseparison between means using paired one tailed t-
test. Authors (Acitelli et al., 1993, Haffke andriben 2013, White's 1985) who were using perceptual
congruence model indicate that using t-tests pewgatisfactory results. Table 2 shows sample means
and standard deviations of all variables from pette& congruence model. High means up to 10 indicat
higher congruence of responses whereas low meat®vagas 1 indicate low congruence or higher
incongruence of responses.

Table 2. Perceptual congruence scores (means amdbst deviations)

Construct Mean Standard
deviation

1. Actual agreement 6.96 1.14

2. Business professionals perceived agreement49 1.17

3. IT professionals perceived agreement 7.91 1.06

4. Business professionals understanding of 13 0.92

professionals

5. IT professionals understanding of busine§s58 1.21

professionals

N =74

In the testing of the hypothesis 1 and 2 p-valuthootwas followed. The means of the construct& hav
been compared and the significance of p-value esied in relation to standard erps#0.05. The t-test
for hypothesis H1 confirmed that perceived agrednsesignificantly greater than actual agreemehtsT
was the case for perceived agreement of businedesgionals’ with means of 7.49 and 6.96 and
p=0.0105<a=0.05. The same hypothesis was confirmed even wgittater significance in case of
perceived agreement of IT professionals with medrn&s91 and 6.96 and p= 0.0005=0.05. The data
supported the hypothesis 1 for existence of “fatemsensus effect” between business and IT
professionals’ on operational level. The opiniohbusiness and IT professionals in the sample Ves®
similar than both perceived them to be.

The level of mutual understanding was compared éstwbusiness and IT professionals to test the
second hypothesis H2. The results confirmed stalssignificance on global score between the means
because the p value was p=0.018=0.05 and the means were 7.13 and 6.58. Accordibgginess
professionals had greater level of understandinij gfrofessionals. Therefore hypothesis H2 hadeo b
rejected.

Testing of the hypothesis H1 confirmed that pergiggreement between business and IT professionals
is greater than their actual agreement. This méaaisthere is more disagreement than it is actually
perceived. The results of this study gave contfargings to the study of Haffke and Benlan (2013)
regarding the testing of the hypothesis 1 and mrine with marriage studies (Acitelli et al., Wi
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1985) in confirming the "false consensus effecrdeiving significantly more agreement than existen
might be an evidence of lack of open dialogue difiecttve communication and knowledge exchange
between the two parties. However greater levelesEgived agreement of business and IT professionals
than their actual agreement confirms lack of ages@nabout important business and IT issues on
operational level. This situation can seriouslyeeffthe level of social business/IT alignment and
effective utilization of IT systems in achievingdiess value of IT. Nevertheless Haffke and Benlan
(2013) were also arguing that neither the oppgasitation where individuals perceive significanthpre
disagreement than existent is not healthy relatigndn this situation the individuals are moreelik
biased by negative prejudices and lack of effectismmunication of each other viewpoints. The best
case is probably situation in which perceived actda agreement between business and IT profedsiona
would be not significantly different which should b good precondition for effective collaboration.

In the testing of the second hypothesis regardirddvel of understanding of each other viewpoamd
opinions about relevant IT and business issuesrékalts showed more important role of business
professionals than IT professionals. The null hggsts which was assuming no significant differénce
mutual understanding between the two groups of ialis based on no power differentials on
operational level was rejected. The power diffaedtiheory assumes that less powerful individuabiteo
understand the partner with more power in ordeadbieve future collaboration. The results showed
statistical significance that IT professionals wembe understood while business professionals seek
understand their partner. This sounds not in aeoarel with the theory of power differentials between
business and IT professionals mostly assumingbilnsiness people have more power than IT people. The
distribution of power on operational level betwelea two groups of professionals might not be equdl
even might be in favor of IT professionals. Althbugs a team they might belong to the same levikleof
formal organizational structural there are alsoenptlsources of informal power. Often business
professionals from business practice stress thagpdcialists require detail technical specificatfon
change requests in IS. In the same direction sammméss professionals report that IT professionale
more power regarding the information systems chawgening from their expertise, prioritization ahe t
way of implementation. In some other cases of lewel of business/IT alignment in organizations or
lack of IT staff business people emphasize thapidfessionals do not bother to understand business
requirements and that they only concern with tlolrigcal aspect of the problem. However the evidence
from this study showed that on operational levelibess professionals were the one who were seéking
understand IT professionals in order to collaborate

Research limitations and future improvements

Although this study has contributions, it has irdmrdimitations that warrant caution in interpriaatof

the results. First important limitation is the sdepize. Increasing the sample size with more {fan
respondents or 37 business and IT specialist paitdd probably yield more valid and reliable result
Second important limitation is related to the wayidata have been collected. Using key informasts a
contact points for receiving e mail contacts frousibess and IT professionals who are working aaiat
on IS change and operations might bound the quaflithe data collected. Third the number of busines
and IT topics used as indicators for measuringggions of both groups should be extended. Foheh t
survey data have been collected at single poititia from distinct geographic area in Macedoniarfro
banking and telecommunication industry. It would ibteresting if the study in future is repeated as
longitudinal study in other countries and industrigarticulary with higher level of IT maturity in
business practice. In this way validity and reétipiof the study results would be improved. Fourth
subjective interpretation of the results can alestiong limitation of the study. Future researcbutd
explore the dyadic relations between business @nspkcialists on operational level more deeply by
using perceptual congruence model. Repeating they stvith overcoming the research limitations
mentioned above should provide more deeper unaehsitag of the social relation between business and
IT professionals on operational level.
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Conclusion

The paper is response to the call of many auttarsnbre research in social dimension of business/IT
alignment with more focus on operational level.sTstudy makes several contributions to IS reselaych
focusing on social dimension of alignment on operet level. For the first time perceptual congreen
model was used to explore the social relations éetmbusiness and IT specialists in the procedseaf t
collaboration for implementing IS changes and etiegueveryday operations. The hypothesis testing in
the study showed interesting results. First thesterce of “false consensus effect” in the relations
between business and IT specialists was confirmeghing that there is more disagreement than agtuall
is perceived. Greater level of perceived agreentiemnh actual agreement between business and IT
professionals is an evidence for lack of agreemmntoperational level between business and IT
specialists. Regarding the level of understandingach other viewpoints and opinions about relevant
and business issues the results showed more importde of business professionals than IT
professionals. The results showed statistical Bagmice that business professionals have beenrbette
prediction of IT professionals’ opinion about redev business and IT topics. To a certain extent the
results were surprise for the researcher expedfiag there will not be significant difference in
predictions of each other’s viewpoints betweengtmips in accordance with power differentials tlyeor

It would be interesting in future to explore thaisa for these results and to repeat the researathén
environments in order to test the validity andateility. However in this study the results shovileat on
operational level business professionals were tieewtho were seeking to understand IT professidnals
order to effectively collaborate.

Endnotes

" All survey items and distribution of respondents dvmpanies can be obtained on request from the
author taking in consideration the limited spatthe article.
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