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ABSTRACT

This thesis reports on the research undertaken to develop a method for organisa-
tions to assess human communication between their business and IT personnel
as part of business-IT alignment. The research described in this thesis involves (i)
a literature review in business—IT alignment and related fields, such as manage-
ment studies and communication science; (ii) a Delphi study conducted among
industry members, practitioners, and academics operating in the IT advisory, au-
diting and communication disciplines; and (iii) a case study of a public sector
organisation in South Africa.

By adopting a system-theoretic perspective on communication, this thesis pro-
poses that communication in business-IT alignment can be seen as coordinating
behaviour and a series of learning and reflection events, consequently culminat-
ing in increased mutual understanding. Various conceptualisations of commu-
nication are explored and, together with several industry elicited factors that
influence communication in business—IT alignment, are incorporated into a con-
ceptual model informing the assessment method.

This research developed, applied, and tested a method whereby organisations
can assess the quality of the human communication between their business and
IT personnel as part of the business—IT alignment endeavour. The aim of this
method is to trigger reflection on communication by considering communica-
tion philosophy and practices in business-IT alignment. The method, termed
the ‘Business-IT Communication Alignment Maturity Improvement Communi-
cation Alignment Maturity Improvement (CAMI) method’, is based on a maturity
grid-based approach, which stems originally from process improvement in soft-
ware development and quality management.

This thesis is most closely aligned with the research performed by Maier, Eck-
ert, and Clarkson (2004, 2006), who successfully applied the maturity grid-based
approach to investigate, audit and assess communication within the engineer-
ing design process. The question addressed in this thesis is whether this ap-
proach can be successfully extrapolated to the business-IT alignment context
and whether it would yield similar benefits. Furthermore, the issue of whether
it would offer a practical method for use in organisations is also addressed.

Having applied the CAMI method at a public sector organisation, this thesis
proposes that the maturity grid-based approach can indeed be extrapolated to

iv



the business—IT alignment context, consequently offering a viable and practical
method for assessing communication in organisations. In particular, the CAMI
method allows organisations to capture both their current and their desired com-
munication situations and to expose discrepancies between the perceptions held
by their business and IT personnel. These results form a basis for action plan-
ning, strategizing, and, ultimately, interventions for improvement.

In conclusion, the thesis discusses further application and extension possibili-

ties for the assessment method.

KEYWORDS

Communication, assessment, audit, communication assessment, maturity grid,

business—IT alignment, strategic alignment, social alignment.
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INTRODUCTION

“Without open communication and mutually respected contributions to the
development of IT and business strategies, full alignment will not happen and value
will not be delivered.”

— IT Alignment: Who's In Change (IT Governance Institute, 2005)

1.1 BACKGROUND INFORMATION

The role that information technology (IT) plays in business continues to be im-
portant in the changing business environment of today. Its proper use is there-
fore essential. This section highlights how significant the dependence on and
investment in IT has become in the modern business (§1.1.1). It argues, how-
ever, that businesses can only obtain true business value from investment in IT
if the IT is aligned with the business’s goals, objectives, and practices. It also
introduces the concept of business-IT alignment and the necessity for it in the
modern organisation (§ 1.1.2). Further, it elaborates on how this concept should
be properly addressed and continues by identifying communication as a central
issue, as well as the challenges businesses experience in addressing it (§1.1.3).
The section ends by highlighting some academic deficiencies, as identified in the
current literature, and suggests that a significant real-world business problem
exists (§1.1.4).

1.1.1  Information and IT in the Modern Business

Information and its use permeate all aspects of modern business (O’'Brien &
Robertson, 2009; R. Von Solms & Von Solms, 2006), making information a pre-
requisite if businesses are to survive and prosper. For example, information is
critical for the supply chains, payments and various other activities that busi-
nesses have to perform nowadays (ISACA, 2012b, p. 13).

This has led to the realisation that information and its use is pervasive and
critical in our modern business environments (Institute of Directors in Southern
Africa, 2009b, p. 16), with information commonly being found in many forms
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(S. Von Solms & Von Solms, 2008, p. 212). This realisation continues to drive
information as one of the most valuable assets of modern business (R. Von Solms
& Von Solms, 2006). It should therefore come as no surprise that businesses
invest much time, money, and energy in capturing, producing, and sharing this
information.

The computerised tools that allow for this capturing, producing and sharing of
information, which are known as information systems, now make up most of the
investments made by businesses (Ernst & Young, 2009). Whitman and Mattord
(2012, p. 16) define an information system (IS) as an “organised combination
of people, hardware, software, communication networks, processes, and data
resources that collects, transforms and disseminates valuable information in a
business”. The IT of a business typically refers to these systems and the backbone
on which they run (Dewett & Jones, 2001).

The upsurge in IT has had a great influence on modern business because
today businesses capture, process, store and send almost all information digitally
(Gallagher, 2010). Consequently, IT affects modern business in its entirety, from
executive management down to the lowest levels (O’Brien & Robertson, 2009). IT
thus plays a significant role throughout the information life cycle (ISACA, 2012b).
For this reason, IT in a business has to be accessible, because if not information
would be impossible to obtain.

Therefore, organisations today depend on and invest more in IT than ever
before. Indeed, IT can account for as much as one-third of a business’s capi-
tal spending (Nolan & McFarlan, 2005). However, merely spending money and
acquiring IT is not enough to ensure a return on investment. As Feld and Stod-
dard (2004) explain: “Just because a builder can get a handsome set of hammers,
nails, and planks; does not mean he can erect a quality house at reasonable cost.”
Instead, what matters is the way in which he uses those tools and material. Sim-
ilarly, to achieve any reasonable return on investment from IT, businesses have
to be concerned not just with the acquisition of IT but also with how they will
use it and manage it to coincide with the business’s objectives and goals. This
is referred to as business—IT alignment (IT Governance Institute, 2005) and has
become and continues to be a central concern of the IT management discipline
(Chan & Reich, 2007).
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1.1.2  Business—IT Alignment

Alignment has a long history in the Management Information System(s) (MIS)
discipline. McKeen and Smith (2003) first raised the notion of business-IT align-
ment in the late 1970s. However, it was with Henderson and Venkatraman’s
(1993) introduction of their Strategic Alignment Model (SAM) that true interest
in this domain started. Since then, a proliferation of studies and models has
appeared in the academic and practitioner communities (for an overview, see
Chan & Reich, 2007). Consequently, many differing conceptualisations of align-
ment have come to exist (Avison, Jones, Powell, & Wilson, 2004).

As its basic principle, Sauer and Yetton (1997) argue that alignment concerns
the fact that organisations should manage IT in a way that mirrors their business
management. Reich and Benbasat (1996) define alignment as the degree to which
the IT strategy shares and supports the mission, objectives and plans contained
in the business strategy. Meanwhile, Henderson and Venkatraman (1993) state
that alignment is the degree of fit and integration among the business strategy, IT
strategy, business infrastructure and IT infrastructure. McKeen and Smith (2003),
however, argue that alignment exists when an organisation’s goals and activities,
and the information systems that support them, remain in harmony. Luftman
(2000) supports this sentiment, promoting the idea that good alignment involves
the application of appropriate IT by the organisation in given situations, and that
these applications stay congruent with the business strategy, goals, and needs.

Whatever the definition, they all share a common theme; that is, that organisa-
tions can attain proper alignment if they ensure on-going integration or congru-
ence between their business and the IT personnel (Avison et al., 2004). Abraham
(2006) explains this using a rowing analogy: alignment occurs when everyone is
rowing in the same direction®. Thus, in essence, alignment deals with the har-
mony that should continue to exist between business and IT in an organisation
(McKeen & Smith, 2003). However, the alignment issue addresses not only how
organisations should align their IT with the business, but also how they should
align their business to coincide with IT (Luftman & Brier, 1999). Alignment there-
fore exhibits a binate nature that includes a variety of different aspects.

This thesis considers alignment to be a continuous process rather than a state that needs to
be achieved. Thus, the concept refers both to the striving for alignment, and the re-alignment
of business and IT when necessary. In view hereof, this thesis does not view alignment as a
mere state that needs to be achieved; but rather a continued effort in achieving and maintaining
harmony among business and IT personnel.
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Business—IT alignment involves not only having to address the plans or strate-
gies of both business and IT but a variety of other factors as well (Luftman,
2003). These factors may include, among others, communication, competency,
governance, partnership, technology and skills. Such factors are commonly seen
to originate from two different, yet supportive, dimensions (Schlosser, Wagner, &
Coltman, 2012). Reich and Benbasat (2000), combining the Horovitz duality with
the notion of alignment, consider alignment to consist primarily of an intellec-
tual and social dimension. That is, according to them, alignment concerns both
(i) “having a set of high-quality inter-related IT and business plans” and (ii) “en-
suring that business and IT personnel within an organisational unit understand
and are committed to these plans.” Hence, the intellectual dimension depends
primarily on planning and strategising, whereas the social dimension involves
communication and mutual understanding (Reich & Benbasat, 2000; Luftman &
Kempaiah, 2007).

Both the academic and the practitioner communities (Luftman, 2000; Reich &
Benbasat, 2000; B. Campbell, Kay, & Avison, 2005) highlight the fact that the
intellectual and social dimensions are important for achieving alignment. How-
ever, while plans and strategies can easily be adapted and changed, achieving
adequate communication and mutual understanding may prove more difficult
since they are contingent on many of the social characteristics of an organisation
(Coughlan, Lycett, & Macredie, 2005). These include, for example, the visibility
of IT personnel, the history of business-IT relationships, the attitude of business
staff towards IT, the shared domain knowledge, and leadership (B. Campbell
et al., 2005).

Unfortunately, although researchers have given continued attention to the in-
tellectual dimension, the social dimension has often been neglected (Reich &
Benbasat, 1996, 2000; Coughlan et al., 2005). Nevertheless, the creation and main-
tenance of a social environment within an organisation that is conducive to align-

ment may be the most critical (Peppard & Ward, 1999; Taylor-Cummings, 1998).

1.1.3 The Social Dimension and Communication

Research into the social dimension “focus[es] on the people involved in the cre-
ation of alignment” (Reich & Benbasat, 1996). As such, a large portion of it deals
with how people should or could collaborate and what role communication
plays. This is especially evident in Martin, Gregor, and Hart (2005), when they
define the social dimension as the “management support for IT, the processes

5
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used in business planning for IT and the communication of plans between staff”.
Within this context, communication refers to “the exchange of ideas, knowledge,
and information about plans between business and IT units” (Luftman, 2003).

Reich and Benbasat (2000), while exploring the factors that influence the so-
cial dimension of alignment, found strong support for communication. In fact,
it came to be a central part of their research model. They posited that the com-
munication between business and IT personnel, especially at the executive level,
could positively affect the level of mutual understanding and alignment within
an organisation. Moreover, they were not the only authors to report this.

Rockart, Earl, and Ross (1996) established that communication could greatly
enhance alignment, since it ensured that business and IT potential were inte-
grated effectively. In addition, Peppard and Ward (1999) discovered that organi-
sations with business and IT units that saw themselves as part of an equal part-
nership based on a strong foundation of communication were highly aligned.
Meanwhile, Raggad (1997) found that in order to enhance alignment, IT and
business line managers needed to communicate and understand each other. Luft-
man and Brier (1999), while surveying over 500 executives from Fortune 100
US-based organisations, also found this to be true; the executives reported that
clear communication was an absolute necessity for alignment to succeed. Conse-
quently, they considered communication to be one of the top enablers of align-
ment. This later contributed to communication forming part of Luftman’s (2000,
2003) alignment assessment model.

On this basis, one can certainly assume that communication is central in
achieving alignment from a social perspective. However, if it fails or breaks
down, it can also have an adversely negative effect. For example, Calhoun and
Lederer (1990) found that a lack of communication of top management’s ob-
jectives could account for the business function’s dissatisfaction with strategic
IT planning. Furthermore, Coughlan et al. (2005), when investigating the rela-
tionship between the retail business and IT in a major UK high street bank,
found that key contributing problems appeared to revolve around the failure to
adequately communicate. In particular, because of communication difficulties,
business and IT personnel in the bank experienced a segregation culture where
each held a “them and us” attitude. In addition, personnel and management
lacked clarity and understanding of each other’s roles and felt that information
exchange between them was non-optimal. The conclusion, thus, was that com-
munication could present a huge challenge to organisations in attempting to
attain adequate alignment.



1.1 BACKGROUND INFORMATION

Given the discussion above, it would seem fruitful for organisations to explore
the social relationship between their business and IT personnel as part of the
alignment process (Coughlan et al., 2005), especially in view of the fact that it
can either enhance alignment or cause major challenges and even hinder it. That
said, organisations would also need to identify, analyse and assess the status and
nature of communication in this relationship (Luftman, 2003), as these touch on
many other organisational aspects that have an impact on IT and its alignment
with the business, such as culture (Curry & Moore, 2003).

Unfortunately, few studies have looked explicitly at communication within the
business—IT alignment context (Coughlan et al., 2005). Even fewer have specifi-
cally shared methods or approaches whereby organisations can analyse or assess
it. This is alarming, since without such methods or approaches organisations are
likely to continue experiencing communication problems when attempting to
achieve proper alignment and may have no way of identifying, analysing, as-

sessing or even remedying them.

1.1.4 Previous Studies Investigating and Assessing Communication within Business—
IT Alignment

As discussed in the previous section, business—IT alignment — from a social per-
spective — is contingent on adequate communication between business and IT
personnel. Thus, it would seem fruitful for organisations to analyse or assess
communication within this context. Unfortunately, few studies in this discipline
have to date explicitly shared methods or approaches whereby organisations can
do so.

The Strategic Alignment Maturity (SAM) model (Luftman, 2000, 2003) is a pop-
ular approach whereby organisations can assess overall business-IT alignment
maturity. While not dedicated to communication alone, it does feature commu-
nication as one of six criteria that may influence business-IT alignment maturity
(see Figure 1.1).

On closer investigation, one finds that this model proposes that organisations
assess communication based on six factors. These include an understanding of
business by IT, an understanding of IT by business, inter/intra-organisational
learning or education, protocol rigidity, knowledge sharing and liaison(s) effec-
tiveness. Taken together, Luftman (2000, 2003) considers these to be indicative
of the maturity of communication practices and maturity within the alignment

process.
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Figure 1.1. Strategic Alignment Maturity Model (Luftman, 2000, 2003)

Unfortunately, Sledgianowski, Luftman, and Reilly (2004, 2006), while validat-
ing the SAM model in later years, found that the factors listed above did not
tully address all the variation they observed in organisational data for this cri-
terion. Hence, they concluded that other factors might also influence it. They
subsequently called for researchers to carry out work to examine the commu-
nication criterion further; in particular, for researchers to improve its properties
and ensure that it adequately measured the relevant construct. The current study
aims to address this, at least partially.

Another study investigated communication extensively in the business-IT align-
ment context (Coughlan et al., 2005). In contrast to a purely analytical perspec-
tive, it attempted to provide a more practical and structured way of categorising
communication issues in organisations by means of a framework using thematic
content analysis.

In their framework (see Figure 1.2), Coughlan et al. (2005) drew mainly on

the classic model of communication, as made popular by Shannon and Weaver
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(1964). To this extent, they considered communication to include an information
source, a transmitter, a channel, a receiver, and a destination. This classic model
they in turn expanded to include four broad dimensions including participation

and selection, interaction, communication activities, and techniques.

Communication from Business to IT
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Figure 1.2. PICTURE Framework (Coughlan, Lycett, & Macredie, 2005)

Despite the development of their framework, Coughlan et al. (2005) stressed
that it could not be used by others as a precise measurement tool for providing
prescriptive advice. Instead, researchers or practitioners could use it as a guide
to explore and identify a number of themes related to communication and its
difficulties within the business—IT relationship. In addition, it could not be used
as a pure assessment tool but rather acted as a road map for indicating where
key problem areas may lie when building new assessment tools or improving
existing ones that feature communication as an important component. The for-
mer, that is, building a new assessment tool, then coincides with the intent of
this study.

As has been discussed, few studies have explicitly shared methods or ap-
proaches whereby organisations can analyse or assess communication. Two ex-
ceptions include the studies of Luftman (2000, 2003) and Coughlan et al. (2005).
While both have been successful in meeting their own specific objectives, they
have failed to address the assessment of communication fully within the business—
IT alignment context. Consequently, it would seem necessary for a study to ex-
plore this concern. This then is the intention of this study, as it aims to develop
such an assessment method.



1.2 PROBLEM STATEMENT

As is clear from the arguments above, current works do not offer organisations
either useful approaches or methods whereby they can assess the communica-
tion practices between their business and the IT personnel explicitly. This may
pose significant difficulties for organisations, especially since achieving adequate
communication and mutual understanding can be troublesome — even in every-
day life.

Organisations are increasingly being expected to align IT investments with
their business goals, objectives, and practices effectively. This includes having
their business and IT personnel communicate, understand, and commit to such
investments. However, academic literature is reluctant in providing organisa-
tions with enough methods, help, and tools to address this responsibility — at
least from a social perspective. Thus, how can we expect organisations to align
IT effectively or, in particular, achieve adequate communication between their
business and IT personnel, if they lack the proper experience, approaches, and

methods to do so?

1.2 PROBLEM STATEMENT

The above debate has identified a business problem concerning the way modern-
day organisations have to ensure adequate communication between their busi-
ness and IT personnel in attaining sound business-IT alignment. The aim of this
section is to provide a clear statement about the problem this study addresses.
Accordingly, the problem that is identified relates to the current lack of ap-
proaches, methods and tools for enabling organisations to capture, assess and
ultimately improve the communication practices between their business and IT
personnel, as part of business—IT alignment. Without such aids, organisations
are likely to continue to experience communication difficulties and may have no
way of identifying, analysing, or remedying communication-related problems.

The problem statement can thus be stated as follows:

Communication between business staff and IT personnel is vital in achieving
business—IT alignment; however, the lack of approaches, methods and tools
for explicitly capturing, assessing, and ultimately improving it remains a

burden for organisations.

This section has specified the problem statement that this study addresses and
tries to resolve. Given the vast scope of business—IT alignment, communication
and its assessment, it now becomes necessary to describe the exact issue that
this study explores.
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1.3 DELINEATION

This study focuses on human communication between business and IT person-
nel across the internal reporting lines in an organisation, forming part of the
social dimension of business—IT alignment. Thus, it examines communication
issues relevant to business-IT alignment and proposes how to identify, assess,
and possibly deal with them effectively.

Note that within this scope, external consultancy teams are excluded whom
may upon request interface with an organisation’s business and/or IT person-
nel?. Hence, communication between business consultants and internal business
staff, and IT consultants and internal IT staff will neither be considered nor
addressed. In similar vain, this study will also neither consider nor address
machine-to-machine or human-to-machine communication. Instead, communi-
cation for the purpose of this research will be regarded as “the social and cog-
nitive processes whereby ideas, knowledge, and, information is mutually ex-
changed between internal business and IT personnel”. Consequently, the mech-
anistic, engineering, and mathematical processes of communication (i.e., data
across a fibre optic cable) fall outside the scope of study.

Business—IT alignment concerns a wide expanse of concepts, factors, and is-
sues that an organisation needs to address. Communication is but one of these
issues (refer to §1.1.3). While this study acknowledges, supported by Luftman
(2003), that other factors and issues are also important to business-IT alignment,
it neither considers nor addresses them. Thus, organisations can use the contri-
bution made by this study to assess and improve the current communication
situation(s) between their business and IT personnel. However, they are still re-
quired to address other issues and factors using other aids and tools.

The ultimate outcome of most assessments is the identification of problems
and the instigation of interventions to remedy them (D. Jones, 2002). While this
study’s contribution does help organisations with respect to the former, it does
not explicitly deal with the latter. Hence, it helps organisations to identify and
assess communication issues and difficulties between their internal business and
IT personnel. It does not explicitly recommend interventions to remedy them. In-
stead, organisations need to strategise and plan such interventions themselves
on the basis of other literature and studies, for example the IT governance lit-
erature (Van Grembergen & De Haes, 2009). That said, it does detail the types

Although outside the scope of this thesis, external consultancy could be researched and intro-
duced to the maturity grid-based assessment by future research (see § 8.6 for further discussion).
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1.4 RESEARCH OBJECTIVES 12

of intervention that might be required, thereby offering organisations at least a
starting point for their discussions.

An assessment can be performed using a plethora of different methods and
approaches (Hargie & Tourish, 2009). In addition, it may be performed in-house
or by an external consultant. Moreover, it may take a few days to complete or
even years. The current study aims to develop an assessment method that could
be used in-house by an organisation, and that takes reasonably little effort, skill
and time. Therefore, although better approaches or methods might exist, those
selected by this study have been chosen for their viability in adhering to these
requirements.

This section has described the scope and focus of this study. The research ob-
jectives that address the problem statement, according to this given delineation,

follow in the next section.

1.4 RESEARCH OBJECTIVES

The primary objective of this study is:

To develop an assessment method to empower organisations in (self-) assess-
ing and improving the communication practices between their business staff
and IT personnel, as part of business—IT alignment.

This method rests on a foundation provided by relevant works in the business—
IT alignment, communication and assessment literature, as well as other areas
of importance. Its understanding and use is supported by clear guidelines and
software tools.

Secondary objectives include the following:

* to determine the relationship between business—IT alignment and communication,
and its implications for research and practice

* to explore modern theories, existing strategies and approaches whereby organisa-

tions could assess communication in business—IT alignment, and

* to articulate a method by which organisations can (self-) assess and elicit areas for
improving their communication practices between their business and IT personnel.

As previously stated, this study addresses a real-world business problem;
namely, that organisations are struggling to achieve adequate human commu-

nication between their business and IT personnel. Therefore, they find it difficult
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to attain proper business—IT alignment. This study, with the given objectives,
provides a contribution to resolving this business problem.

1.5 RESEARCH DESIGN

This study deals with a specific real-world business problem as experienced by
modern-day organisations. The following section describes the research design
that ensures that the objectives do indeed contribute and assist in resolving this
problem. Accordingly, it details the research paradigm (§1.5.1), process (§1.5.2),
and methods (§1.5.3) applied in this study.

1.5.1 Research Paradigm

The main aim of this study is to contribute to resolving the business problem ex-
perienced by organisations when addressing communication as part of business—
IT alignment. This contribution takes the form of an assessment method. The
paradigm of design science is, therefore, ideally suited to this study as proposed
by Peffers, Tuunanen, Rothenberger, and Chatterjee (2007), and supported by
Hevner, March, Park, and Ram (2004). In particular, since Hevner et al. (2004)
and March and Smith (1995) argue that methods (algorithms and practices) are
valid artefacts to be produced by design science projects.

The design science paradigm shares its origins with Simon’s seminal work The
sciences of the artificial (Simon, 1996) and Cross’s Design science research: Developing
a discipline (Cross, 2001). Both authors maintain that design science attempts to
create things that serve human purpose. Peffers et al. (2007) continue by stating
that design science concerns itself with creating artefacts that solve organisa-
tional (real-world) problems.

Design science follows a specific research process in terms of which key steps
lead a researcher’s actions (Hevner et al., 2004; Peffers et al., 2006). These key
steps are what distinguishes design science from other paradigms, and refer to
artefact design and feasibility evaluation. Therefore, the design science paradigm
comprises research performed by creation or design; in this case the creation or
design of a method to assess communication in business—IT alignment.

Charles Eames (BrainyQuote, 2015¢) states that design is “a plan for arrang-
ing elements in such a way as to best achieve a particular purpose”. This corre-
sponds with the management task in an organisation, which involves arranging

elements in the best way possible in order to accomplish the organisational goals
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and purposes (Hevner & Chatterjee, 2010). Hence, in agreement with Eames, de-
sign is fundamental to the management disciplines (Simon, 1996).

Managers are understandably concerned with questions such as “Why do
some investments in business systems and organisational structures not result
in an improvement in firm performance?” and “What investments will do so?”
(Brotby, 2008). The first is a theory-based, causal-related question, while the sec-
ond is a design-based, problem-solving question (Simon, 1996). Thus, two com-
plementary yet distinct paradigms produce knowledge for the management dis-
ciplines; paradigms which include both the behavioural and the design sciences
(Hevner & Chatterjee, 2010).

This study, in accordance with the premises of information systems (IS) re-
search, is concerned with how IT intersects with organisations and how their
management can ensure alignment between IT and the objectives, systems and
processes of the business. It adheres to the premise of the design science paradigm
by aiming to produce an artefact that organisations can use to change the com-
munication practices that exist between their business and IT personnel into
practices that are deemed preferable. Hence, it views design as entailing an ex-
plicit and intentional effort to improve the organisation with regard to a specific
criterion.

However, this raises an issue pertaining to the artefact envisaged in this study.
Traditionally, both the IS discipline and the design science paradigm have been
concerned with designing and developing artefacts that use IT and are applied
to organisations and society in general (Hevner et al., 2004). Unfortunately, the
notion of an IT artefact is often ill defined and ambiguous in the modern lit-
erature (Alter, 2003). In addition, different authors may view IT from varying
perspectives (Orlikowski & Iacono, 2006), not to mention the fact that this study
also operates within the management and audit disciplines, thus adding a fur-
ther perspective to consider. Accordingly, some clarification is required.

This study aims to produce an artefact to assist organisations in (self-) assess-
ing and ultimately improving the communication practices between their busi-
ness and IT personnel, as part of the business—IT alignment process. Hence, the
focus is on producing a socio-technical artefact, which could result in interven-
tions being made in the organisation’s social system. Although this might seem
contradictory to the tenets of the IS discipline and the design science paradigm,
it is nevertheless valid (Orlikowski & Iacono, 2006; Gregor & Hevner, 2013). That
is, since this study invokes IT “in context,” it treats IT in particular as the context,

14
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motivation, and background against which it examines the business-IT align-
ment process and its supportive requirement for adequate communication.

Thus, although other disciplines have already investigated and attempted to
assess communication, the communication and alignment issues related to IT dif-
fer from those of other disciplines and functional areas (Van Grembergen & De
Haes, 2009). Nevertheless, it might prove useful to ‘exapt” known solutions and
theories already in use by these disciplines and functional areas to the business—
IT alignment discipline. This is something that this study aims to achieve.

In summary, this study operates according to the design science paradigm in
attempting to develop a method whereby organisations can assess communica-
tion in the business-IT alighment process. Further, it operates in the domain
where the IS/IT and management disciplines intersect, which is better known as
management information system(s) (MIS). This study upholds rigour by follow-
ing a specific, well-defined research process, which is outlined in the following

section.

1.5.2 Research Process

Peffers et al. (2007) proposed a methodology, model and process for the design
science paradigm. Their process follow the paradigm guidelines offered by vari-
ous authors, including Hevner et al. (2004) and March and Smith (1995).

Using case analysis, Peffers et al. (2007) showed that their proposal matched
those methods and processes of existing and successful design science projects.
Accordingly, they argued that by using their proposal a researcher could uphold
academic rigour and ensure scientific contribution. Consequently, in this study
it was decided to base the research process on their proposal.

The design science research process (DSRP) model, as proposed by Peffers et al.

(2006), includes six general steps:
1. problem identification and motivation
2. objectives for a solution
3. design and development
4. demonstration
5. evaluation and

6. communication.
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This study fulfils these steps as follows (refer to §1.4):

1. It consults works on information technology (IT), business—IT alignment,
and the social aspects related thereto. Accordingly, it aims to determine
the relationship between business-IT alignment and communication, and
its implications for research and practice. In addition, it delineates and
argues for the problem being addressed.

2. It consults the literature to explore modern theories and existing strategies
and approaches by means of which organisations can assess communica-
tion in business-IT alignment. It pays specific attention to the different
perspectives according to which one can assess communication, and the
various techniques used in other disciplines to investigate communication-
related problems.

3. It establishes a method to help organisations identify and (self-) assess the
areas where their communication between their business staff and their IT
personnel could be improved. Hence, it pays specific attention to different
assessment approaches, the requirements for an assessment, the factors
that need to be assessed and, ultimately, the way in which a viable method

may be created.

4. It field-tests the method in a public sector organisation to demonstrate its
feasibility and value.

5. It evaluates the method before, during, and after field-testing to ascertain
the effectiveness and efficiency with which it contributes to resolving the
business problem. This evaluation makes use of member validation, trian-

gulation, and argumentation.

6. It communicates this method and the resultant findings both in this thesis

and in scholarly publications.

In conclusion, this study makes use of the research process that Peffers et
al. (2006) established within the design science paradigm. This research process
was chosen since it matches the general principles, processes, and methodologies
proposed by various design science authors.
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1.5.3 Research Methods

The main contribution of this study takes the form of an artefact — an assessment
method. Hargie and Tourish (2009) state that “at its most basic an assessment, or
then audit, is an evaluation of a designated process”. This usually entails gaining
insight, analysing and assessing the status of the process (D. Jones, 2002), usually
with the intent either to improve some underlying aspect of it or to validate that
it is operating as expected.

In performing the assessment, a multitude of mechanisms can be used, and
even combined, in different ways. Accordingly, a method refers to the specific
mechanism or series of mechanisms that are adapted to perform the assessment;
in other words, it refers to the practice(s) and processes that will be involved
in performing the assessment. For example, the method may include interviews,
observations, critical incident analysis, focus groups, checklists, diary studies, or
maturity grids.

In this study, an assessment method refers to a means for identifying, analysing,
and assessing the communication practices that take place between an organisa-
tion’s business and its IT personnel as part of the business-IT alignment process.
This method will be based upon a maturity grid-based approach which origi-
nates from the discipline of engineering design (Maier et al., 2006).

The study also uses various additional research methods in each of the re-
search steps in the given process. These methods are as follows for each step:

1. A literature review on information technology (IT), business-IT alignment,

communication, and the social aspects related thereto is performed.

2. A literature review is carried out on modern theories and existing strate-
gies and approaches that may assist organisations to assess communication

in business—IT alignment.

3. An eventual assessment method is developed, including different practices
and processes. The individual factors and elements included are drawn
from the aforementioned literature reviews, using argumentation and a
Delphi study conducted among industry members, while the application
and context of the assessment is modelled using modelling techniques.

4. A single-case (in-depth) case study of a public sector organisation in indus-
try is performed to demonstrate the usage and application of the method.

17
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5. Member validation is administered as part of the case study, in addition,
triangulation is performed, and argumentation used in order to evaluate
the validity, utility, quality, and efficacy of the method.

6. The findings are presented in this thesis and in scholarly publications.

In summary, this study follows the design science paradigm. In support of
the paradigm, it uses a research process as proposed by Peffers et al. (2006).
A diagram depicting this process, the implementation details, and the related
research methods appears in Figure 1.3.

1.6 LAYOUT

This thesis consists of eight chapters. These chapters are briefly described in this
section, while the layout of the chapters is illustrated in Figure 1.4.

Chapter 1 — Introduction

This chapter presents the problem definition, problem significance
and motivation, and key concepts. In addition, it elaborates on the
research questions and objectives and the scope of study, as well as
offering an overview of the research approach and methods and dis-
cussing the structure of the thesis.

Chapter 2 — Business—IT Alignment

This chapter presents a review of the literature on business-IT align-
ment, which rests on three pillars: firstly, it explains the importance
of information technology (IT) in the modern business world. Sec-
ondly, it introduced the requirement for IT to be properly governed
and aligned with the business’s goals, objectives, and processes and,
thirdly, it highlights the social aspects related to business-IT align-
ment. The fact that communication between business and IT person-
nel is important in achieving proper business-IT alignment forms the
primary argument of the chapter.

Chapter 3 — Business-IT Related Communication

This chapter presents a review of the literature on communication
in business-IT alignment from a communication-theoretic perspec-

tive. It first gives an overview of the different ways in which one can
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Chapter 1
Introduction

Presents the problem definition, problem significance and motivation, and key concepts. In addition, it elaborates on the research
questions and objectives and the scope of study, as well as offering an overview of the research approach and methods and discussing
the structure of the thesis.

v

Chapter 2

Business-IT Alignment
Presents a review of the literature on business-IT alignment, which rests on three pillars: firstly, it explains the importance of
information technology (IT) in the modern business world. Secondly, it introduced the requirement for IT to be properdy governed and
aligned with the business's goals, objectives, and processes and, thirdly, it highlights the social aspects related to business-IT
alignment. The fact that communication between business and IT personnel is important in achieving proper business-IT alignment
forms the primary argument of the chapter.

v

Chapter 3
Business-IT Related Communication

Presents a review of the literature on communication in businessIT alignment from a communication-theoretic perspective. It first
gives an overview of the different ways in which one can conceptualise communication, and explores the unique characteristics of
communication in business-IT alignment. Secondly, it also investigates potential problems that may be associated with communication
and, thirdly, examines communication assessments as a likely approach or technique for identifying and analysing such problems

v

Chapter 4
Methodology

Provides a high-level overview of the methodology followed in this study to develop a method for assessing communication in business-
IT alignment. To do so, it firstly discusses the philosophical assumptions and consid erations, which influenced the choice of the
research paradigm. Secondly, argues towards and examines the specific research paradigm selected for this study, namely design
science and, thirdly, introduces the specific research process employed.

v

Chapter 5

Communication Alignment Maturity Improvement (CAMI) Method
Describes the design and development of the assessment method itself, termed the ‘Communication Alignment Maturity Improvement
(CAMI) method'. Firstly, it specifies the requirements for the assessment method. Secondly, introduces the chosen approach for
development, namely a maturity grid, and, thirdly, describes how this approach was applied to develop the assessment method for
communication in business-IT alignment. The CAMI method is a result of literature review, a Delphi study, modelling, and
argumentation.

Chapter 6
Method Usage & Application

Explains the way in which an organisation would go about using the CAMI method and shares evidence of its application in a practical
setting. This is done by firstly offering a process model, which graphically depicts the phases and steps involved when using the method
to perform an assessment. Secondly, it demonstrates the use of both the method and the process model in a practical setting using a
single-case (in-depth) case study of a public sector organisation.

v

Chapter 7
Method Evaluation

Presents and discusses the evaluation results and their interpretation as they apply to the CAMImethod. In order to do so, it explains
what the results are, what they imply, and how they relate back to the objectives stated in the introduction chapter, while
simultaneously reflecting back on the research process that led to the development of the method, its theoretical underpinnings, and
the results of its application in industry.

v

Chapter 8

Conclusion
Summarises the thesis, highlighting the main points of interest and the conclusions, and presents possibilities for further research.

Figure 1.4. Thesis Layout
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conceptualise communication, and explores the unique characteris-
tics of communication in business—IT alignment. Secondly, it also in-
vestigates potential problems that may be associated with communi-
cation and, thirdly, examines communication assessments as a likely

approach or technique for identifying and analysing such problems.
Chapter 4 — Methodology

This chapter provides a high-level overview of the methodology ap-
plied in this study to develop a method for assessing communication
in business-IT alignment. To do so, it firstly discusses the philosoph-
ical assumptions and considerations that influenced the choice of the
research paradigm for this study. Secondly, argues for and examines
the specific research paradigm selected, namely, design science, and

thirdly, introduces the specific research process employed.
Chapter 5 - Communication Alignment Maturity Improvement (CAMI) Method

This chapter describes the design and development of the assessment
method itself, termed the ‘Communication Alignment Maturity Im-
provement (CAMI) method’. Firstly, it specifies the requirements for
the assessment method. Secondly, introduces the chosen approach
for development, namely a maturity grid, and, thirdly, describes how
this approach was applied to develop the assessment method for com-
munication in business-IT alignment. The CAMI method is a result of

literature review, a Delphi study, modelling, and argumentation.
Chapter 6 — Method Usage and Application

In this chapter, the way in which an organisation would go about
using the CAMI method is explained and evidence of its applica-
tion in a practical setting is shared. This is done by firstly offering
a process model, which graphically depicts the phases and steps in-
volved when using the method to perform an assessment. Secondly,
it demonstrates the use of both the method and the process model in
a practical setting using a single-case (in-depth) case study of a public

sector organisation.

Chapter 7 — Method Evaluation



1.7 SUMMARY

Chapter 7 presents and discusses the evaluation results and their in-
terpretation as they apply to the CAMI method. In order to do so,
it explains what the results are, what they imply, and how they re-
late back to the objectives stated in the introduction chapter, while
simultaneously reflecting back on the research process that led to the
development of the method, its theoretical underpinnings, and the

results of its application in industry.
Chapter 8 — Conclusion

This final chapter summarises the thesis, highlighting the main points
of interest and the conclusions, and presents possibilities for further

research.

1.7 SUMMARY

This chapter briefly introduced an important topic in the context of this research,
information technology (IT), and highlighted the importance of it in contem-
porary business organisations. It showed that the dependence of modern busi-
nesses on IT is increasing rapidly and argued that today IT is integral to their
success. However, it also highlighted the fact that true business value can only
be obtained from IT if it is aligned with the business’s goals, objectives, and
processes. This is better known as business-IT alignment.

The chapter continued by discussing business-IT alignment, its concepts, and
requirements and argued that communication is a central issue for businesses in
addressing the social dimension of business—IT alignment effectively. Unfortu-
nately, research has shown that there is at present a lack of approaches, methods,
and tools to assist organisations in this regard.

In fact, as noted, few studies have explicitly looked at communication within
the business—IT alignment context (Coughlan et al., 2005), with even fewer specif-
ically sharing methods or approaches by means of which organisations can anal-
yse or assess it. This is cause for concern, since without such methods or ap-
proaches organisations are likely to continue experiencing communication prob-
lems while trying to achieve proper alignment and may have no way of identify-
ing, analysing and assessing them, not to mention remedying them!

These arguments form the basis for this study and support its main objective;
that is, to develop an assessment method to help organisations identify and

(self-) assess areas in which the communication practices between their business
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staff and IT personnel could be improved. Accordingly, the study pays specific
attention to a number of different assessment approaches, the requirements for
an assessment, the factors that need to be assessed and, ultimately, how a viable
method could be created.

The chapter also stipulated that the research design used in this study would
follow the design science guidelines (Hevner et al., 2004; March & Smith, 1995;
Gregor & Hevner, 2013) and methodology (Peffers et al., 2007). The chapter
concluded with a brief delineation of the chapters of this thesis.
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LITERATURE REVIEW



BUSINESS-IT ALIGNMENT

“Just because a builder can acquire a handsome set of hammers, nails, and planks does

not mean he can erect a quality house at reasonable cost”

— Getting IT Right, Feld and Stoddard (2004)

As the importance of information has grown in modern-day business, so too has the need
for and investments in technologies to create, store, transmit, and maintain it. However,
many organisations have found that these investments only return business value if they
are aligned with the business’s strategies, objectives and goals. Unfortunately, achieving
this alignment is crucial and remains a troublesome issue for organisations worldwide.
This problem is further compounded by the fact that communication is critical during
alignment but is often difficult to achieve between personnel residing in the business and
IT functions of an organisation. Accordingly, this chapter positions and emphasises the
importance of communication in the context of business—IT alignment. To do so, it gives
an overview of this context as well as the key concepts involved, and explores the role
communication plays.

2.1 INTRODUCTION

Organisations nowadays are profoundly dependent on information to drive their
business processes. In the modern business environment, business processes,
supply chains, and payment options all require correct information to be ready
at short notice. Information is, thus, one of the most critical and valuable re-
sources an organisation can possess (Ernst & Young, 2009). As S. Von Solms and
Von Solms (2008) states, “information is the lifeblood that keeps modern busi-
ness operational”. Given that information plays such a crucial role in modern
organisations’ operations, it is natural that great significance is placed on and in-
vestments made in the technology that uses, stores, processes and transmit this
information. This technology is better known as information technology (IT).

In modern business it is impossible for the importance of information and IT
to be ignored (Rees, 2010), especially since IT and business have now become in-
extricably interwoven (BrainyQuote, 2015b). Yet many organisations have found
that IT cannot offer competitive advantages in itself (Feld & Stoddard, 2004);
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rather corporate value can only be obtained through the proper use and manage-
ment of IT, in alignment with the business’s objectives (IT Governance Institute,
2005). Given this, both alignment and the value added by IT are core principles
of modern IT governance.

IT governance is an integral part of the duties performed by the executive
management in modern organisations (ISACA, 2012b) and addresses the defini-
tion and implementation of processes, structures and relational mechanisms in
these organisations. These should enable both business people and IT people to
carry out their responsibilities in support of business-IT alignment and the cre-
ation of business value from IT-enabled business investments (Van Grembergen
& De Haes, 2009, p. 17). On this basis, whether subset or outcome, business—IT
alignment is seen as critical. Unfortunately, it has been an issue for organisa-
tions worldwide since the start of computerised business systems (Yayla & Hu,
2009). Some have even suggested it is a major challenge they face in successfully
utilising IT (Luftman & Derksen, 2012).

Business-IT alignment concerns the way business and IT personnel in an or-
ganisation can work together in harmony to achieve maximum results from IT
(ISACA, 2012b). Not only does it entail having properly aligned business and
IT plans and adequate IT governance, but it also involves several social aspects
as well (Reich & Benbasat, 2000). In this regard, communication is seen as being
particularly important, especially since business staff and IT personnel need to
communicate daily to share information, exchange ideas and commit to each
other’s goals and objectives (Coughlan et al., 2005).

While the alignment literature has paid significant attention to the planning
and integration of business and IT plans, the same cannot be said for the so-
cial requirements of alignment. Yet, as the IT Governance Institute (2005) argues,
“without open communication and mutually respected contributions to the de-
velopment of IT and business strategies, full alignment will not happen and
value will not be delivered”. Therefore, organisations have subsequently realised
that they require help not only with their planning and strategising practices, but
also with communication.

The primary aim of this chapter is to position communication in the business—
IT alignment context and emphasise its importance. In doing so, it has two ob-
jectives: Firstly, to give an overview of the business-IT alighment context and
the key concepts involved by specifically introducing the reader to its multi-
faceted, adaptive, and complex nature. Secondly, to explore the role communica-

tion plays within this context by investigating the extant literature on the topic.
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These and related issues will be discussed further in this chapter as follows:
Firstly, the importance of information and information technology and their ap-
plication in modern organisations will be discussed (§2.2). Secondly, the disci-
pline involved in obtaining business value from IT and aligning the technology
with the business’s goals, objectives and processes, in other words, business—IT
alignment, is introduced and key concepts are explained (§2.3). Finally, a dis-
cussion on the social aspects involved, in particular communication, will follow
(§2.4). These issues will be summarised and conclusions drawn at the end of the
chapter (§2.5).

Collectively, this and the subsequent chapter sets the foundation on which
a method for assessing communication in business—IT alignment will be devel-
oped in later chapters (see Figure 2.1).

Business-IT Alignment Business-IT Related Communication
(Chapter 2) (Chapter 3)
Information and IT in Modern Business Conceptualisations of Communication
Business-IT Alignment Characterising Communication in Business-IT Alignment
Communication: A Critical Social Antecedent Business-IT Related Communication Breakdown
Communication Assessment

»
-

A

A Method for Assessing Communication
in Business-IT Alignment

Figure 2.1. Structure of Literature Review

2.2 INFORMATION AND IT IN MODERN BUSINESS

Information and its use permeate all aspects of modern business, because mod-
ern organisations need information to survive and prosper. Therefore, the abil-
ity of organisations to endure is directly dependent on their business processes,
which in turn have grown to be highly dependent on information (ISACA, 2012a).
Not only is information entrenched in these processes but it is also regarded as
critical for the supply chains, payments and various other activities that organi-
sations must perform in their day-to-day operations.

Although information is essential to the day-to-day operation of a business,
its application can also be seen in the strategic decisions that are made daily
by both managers and staff members (O’Brien & Robertson, 2009). Managers
consume information in tremendous volumes from various sources during their

daily duties and require it to be correct, consistent, and accessible. If this cannot
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be assured, the judgements they make may be erroneous and could have dire
consequences (S. Von Solms & Von Solms, 2008).

This has consequently led to the realisation that information and its use have
become pervasive in our modern business environments (Institute of Directors
in Southern Africa, 2009b). This pervasiveness has resulted from the fact that
nowadays it is common to find information in the organisation take many forms
(S. Von Solms & Von Solms, 2008). This pervasive use of information has driven,
and continues to drive, information as one of the most valuable business assets
of our time (ISO/IEC 27002, 2005). It should therefore come as no surprise that
large investments in the form of time, money, and energy are made to capture,
generate, and distribute information.

Computer-based systems that drive information, which are known as informa-
tion systems (IS), make up a large proportion of the investments organisations
make (Ernst & Young, 2009). An information system is an organised combina-
tion of people, hardware, software, communication networks, processes and data
resources that collects, transforms and disseminates valuable information in an
organisation (Whitman & Mattord, 2012). These information systems and the
architecture on which they operate are commonly referred to as the informa-
tion technology (IT) of an organisation. The advent of IT has had a profound
influence on modern business, as almost all information in modern businesses
is today created, stored, transmitted, and maintained in digital form.

IT affects all aspects of modern business from executive management right
down to the operational levels. From the time that information is created to the
moment that it is destroyed, IT plays a significant role. Consequently, without
the driving force of IT in an organisation, information might not be accessible or
might become impossible to obtain. IT has therefore become a major contributor
to the competitiveness of modern business (ISACA, 2012b).

Accordingly, taking the above into account, information, and the technology
that drives it, is essential for obtaining and maintaining a competitive advantage,
as well as ensuring the well-being of a modern business. This is supported by
Brotby (2009), who states, “[iJn many organisations today, information and IT
is the business”. Consequently, the dependence on information and IT for the
well-being of modern organisations should be recognised and investments made
accordingly.

However, dependence on and investment in IT do not automatically guaran-
tee business prosperity; it is only through its proper use and management, in
alignment with the business’s objectives, that corporate value can be obtained
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(IT Governance Institute, 2005). The importance of aligning business and IT and
in turn ensuring their proper use and management cannot therefore be under-
stated and organisations should be mindful of their duties and obligations in
this regard.

2.3 BUSINESS—IT ALIGNMENT

As the dependence on information and IT has increased in our modern organi-
sations, so too has the need to ensure proper alignment between IT investments
and business objectives. Today, organisations are widely implementing large-
scale information systems (IS) such as enterprise resource planning (ERP) and
supply chain management. The success of these systems depends heavily on a
high level of coordination and collaboration between the business and the IT
functions.

Organisations should therefore realise that their ability to attain and sustain
any business value from such systems is directly dependent on their ability to
use and manage them properly, and align them with the business’s objectives.
As Feld and Stoddard (2004) state, “just because a builder can get a handsome
set of hammers, nails, and planks does not mean he can erect a quality house
at reasonable cost”. One thing is certain, however, achieving this alignment does
not happen by accident; it requires leadership, engagement, informed processes,
and inputs.

Unfortunately, many companies today are still poorly aligned in this regard.
This has led to disastrous failures, including cancelled or redundant projects, sys-
tems that do not meet the needs of the business, dissatisfied customers and high
IS costs. Not surprisingly, alignment remains a pervasive problem and, indeed a
challenge. As Grant (2010) states, “[a]lignment is like a mirage in the desert; just
as you approach the target, it disappears into a bowl of sun-baked sand”.

This section aims to explore this pervasive problem in more detail. Firstly, it
will investigate what it entails (§2.3.1). Secondly, it will present different per-
spectives or dimensions in terms of which this problem can be explored (§ 2.3.2).
In addition, it will share, finally, the various antecedents and elements that play
a role in this problem (§ 2.3.3). This is important because communication will be
highlighted and, later, explored as one such antecedent.
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2.3.1  What is Business—IT Alignment?

For over three decades, practitioners, academics, consultants and research or-
ganisations have identified “attaining alignment between IT and business” as a
pervasive problem and, as such, have performed extensive research in this do-
main. McKeen and Smith (2003) first raised the notion of business—IT alignment
in the late 1970s. However, it was with Henderson and Venkatraman’s (1993) in-
troduction of their Strategic Alignment Model (SAM) that the true interest in this
domain started. Since then, a proliferation of studies and models has appeared in
the academic and practitioner communities (Chan & Reich, 2007). Consequently,
many differing conceptualisations of alignment have come to exist (Avison et al.,
2004).

There are many synonyms for the term ‘alignment’, including integration, link-
age, fit, harmony, bridge or fusion. As its basic principle, Sauer and Yetton (1997)
argue that alignment relates to the way organisations should manage IT in order
to mirror their business management. Reich and Benbasat (1996) define align-
ment as the degree to which IT strategy shares and supports the mission, ob-
jectives and plans contained in the business strategy. Meanwhile, Henderson
and Venkatraman (1993) state that alignment is the degree of fit and integration
among the business strategy, IT strategy, business infrastructure and IT infras-
tructure. McKeen and Smith (2003), however, argue that alignment exists when
an organisation’s goals, activities and the information systems that support them
remain in harmony, a sentiment Luftman (2000) supports, stating that good align-
ment involves the organisation applying appropriate IT in given situations, and
that these actions remain congruent with the business strategy, goals, and needs.

Irrespective of the specific definition, the views of these authors share a com-
mon theme; that is, they deal with the harmony that should exist between the
business and the IT in an organisation (McKeen & Smith, 2003). This involves
two primary questions: How is the business aligned with IT? and How is IT aligned
with the business? Thus, alignment focuses on the way in which business and IT
are aligned with each other. As Abraham (2006) explains using a rowing analogy,
alignment ensures everyone is rowing in the same direction. This can be seen as
being similar to the practitioner definition that B. Campbell et al. (2005) received,
which states that alignment is the business and IT working together to reach a
common goal.

In early studies, business and IT working together meant linking the business
plan and the IT plans. Another perspective involved ensuring congruence be-
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tween the business strategy and the IT strategy. Still another required examining
the fit between business needs and information system priorities. However, over
time, these conceptualisations have been enlarged and now research recognises
many points of alignment between business and IT.

Today, business—IT alignment is seen as an adaptive process rather than an
event. It requires an ongoing effort of continuous adaptation and change, involv-
ing strategic planning, goal realignment and the implementation of best prac-
tices in supporting and shaping business strategies. To this extent, it involves a
variety of factors that need to be understood and addressed successfully. These
include, among others, communication, competency, governance, partnership,
technology and skills (Luftman, 2003).

In view of the above, it may be concluded that business—IT alignment is an
adaptive, multifaceted, complex process. Not only does it entail aligning the
business with IT, but also IT with the business. Furthermore, in achieving this
alignment, the plans or strategies of both business and IT, as well as a variety of
other factors, including for example communication, have to be addressed. To
understand these factors more fully, it is important to investigate the underlying
perspectives or dimensions of this process, since these perspectives or dimen-
sions will offer distinct, yet differing, lenses through which to view business—IT
alignment.

2.3.2 Dimensions of Business—IT Alignment

Business—IT alignment is widely considered to consist of two dimensions, namely,
the intellectual dimension and the social dimension (Reich & Benbasat, 2000).
These dimensions, although distinct, are complementary rather than contradic-
tory. They both emphasise different aspects of Business—IT alignment; for ex-
ample, the intellectual dimension places more emphasis on the planning and
strategising procedures employed by business and IT, whereas the social dimen-
sion concerns aspects such as communication and shared understanding among
the people involved in the alignment process. Consequently, to explore business—
IT alignment fully, these dimensions (and in some cases even others) should be
studied together to offer a comprehensive overview of the alignment process
(Chan & Reich, 2007).

Although this thesis is concerned solely with the social dimension of align-
ment, it remains fruitful to examine the other complementary dimensions, since

they do at times overlap and share certain commonalities. Accordingly, this sec-
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tion aims to explore the dimensions of business—IT alignment in more detail,
by firstly; investigating the intellectual dimension, and drawing attention to the
strategies, structures and planning methodologies employed by business and
IT units in modern organisations (§ 2.3.2.1). Secondly, it introduces the social di-
mension, looking beyond the plans and focusing on the people and other aspects
involved in creating them (§2.3.2.2). Finally, given that some authors suggest

even more dimensions, a number of these are also briefly highlighted (§2.3.2.3).

2.3.2.1 Intellectual Dimension

Sambamurthy and Zmud (1999) define the intellectual dimension of alignment
as focusing on the strategies, structure and planning methodologies in organi-
sations. In essence, this refers to the way in which organisations can draft the
business strategy and plans, and the IT strategy and plans, such that they com-
plement each other (Chan & Reich, 2007). Not surprisingly, in order for organi-
sations to address this perspective successfully, a high-quality set of interrelated
IT and business plans must exist (Reich & Benbasat, 2000). However, as indi-
cated above, alignment involves much more than mere plans. Therefore, another

dimension, namely, the social dimension also exists.

2.3.2.2 Social Dimension

A complementary dimension of alighment involves the social dimension. This
dimension moves beyond the business and the IT plans to focus on the people
involved in creating them (Reich & Benbasat, 2000). These people are not exclu-
sively those members of staff who are directly involved with the needs of busi-
ness and IT (Kashanchi & Toland, 2008) but also involve management support
for IT, as well as the processes used in business planning for IT and the com-
munication of plans (Martin et al., 2005). Schlosser et al. (2012) argue that this
dimension is less about the plans and methodologies of an organisation, instead
being more about the relationships and cognitive links between the personnel
residing in business and IT. Consequently, it encompasses relationships and mu-
tual understanding, but also cultural issues and informal structures. Chan and
Reich (2007) support this, defining this dimension as being about mutual under-
standing between business and IT, and the commitment to plans, objectives and
mission.

The model proposed by Reich and Benbasat (2000) and presented here in Fig-
ure 2.2, identifies four factors that influence this dimension:
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Shared Domain Knowledge
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Figure 2.2. Factors Influencing the Social Dimension of Alignment (Reich & Benbasat,
2000)

1. Shared domain knowledge between business and IT executives — the better IT
and business executives understand and participate in each other’s key
processes the better the alignment will be.

2. Successful IT history — the more successful the previous IT implementation,
the more trust business executives will have in IT and the more motivated
they will be to communicate with the IT department, which will lead to
better alignment.

3. Communication between business and IT executives — the communication be-
tween business and IT executives can positively influence the level of mu-

tual understanding and alignment.

4. Connections between business and IT planning processes — the more IT execu-
tives are involved in business planning the more likely they will be to un-
derstand and support the business objectives, thus leading to better align-

ment.

Reich and Benbasat (2000) found that all the above factors influence short-
term social alignment (shared understanding of existing objectives), but sharing
domain knowledge between business and IT executives leads to a longer-term
social alignment.

In summary, if one abstracts this information, this dimension is essentially

about socially organised human behaviour, which exists “beyond” a single actor.
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Consequently, it is less about actual artefacts (the intellectual dimension) and
individual human actors and more about the socially constructed environment
of the business and IT domains. Thus, soft factors like mutual trust and respect,

communication and culture serve as core elements of this dimension.

2.3.2.3 Other Dimensions

Alignment, it is said, consists primarily of two dimensions and one needs to
investigate both if a comprehensive perspective is to be gained. However, some
authors suggest even more dimensions.

Chan and Reich (2007), in their literature review of business-IT alignment,

distinguish between five alignment dimensions:
1. strategic and intellectual
2. structural
3. informal structure
4. social
5. cultural.

Accordingly, although they recognise the intellectual and social dimensions,
they also add a few others. In particular, they stipulate that a structural dimen-
sion also exists, which is concerned with the fit between the business and the
IT structures. This involves the location of decision-making rights, reporting re-
lationships, the centralisation versus decentralisation of IT, and IT personnel de-
ployment. In addition, they also identify an informal dimension concerned with
the relationships between the business and the IT domains. Lastly, they identify
a cultural dimension that deals with the cultural fit between business and IT.
This includes, for example, planning, and communication styles.

Schlosser et al. (2012), however, argue that Chan and Reich’s (2007) five di-
mensions might be too expansive, in particular because a look at the artefacts
behind these dimensions reveals that most are not selective and often overlap,
depending on the research involved. Accordingly, Schlosser et al. (2012) propose
that the dimensions should be reconsidered. This ultimately culminated in them
arguing that only one additional dimension exists beyond the intellectual and
social dimensions — the human dimension.

According to their definition, the human dimension is concerned with the

distinct attributes of individual persons, thus it encompasses skills, knowledge,
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leadership and behaviour. Schlosser et al. (2012) argued that to ensure alignment,
it is important that IT employees have the ‘right” skills and knowledge to solve
business problems. Similarly, business staff needs to be skilled in order to use
the information systems that are in place effectively. Furthermore, cross-domain
knowledge is deemed helpful to enable effective communication and put busi-
ness employees in a position to understand those opportunities that arise from
current and future information systems.

This tripartite division of Schlosser et al. (2012) is supported by the work of
Ross, Beath, and Goodhue (1996), who also distinguished between a human, re-
lational and technology asset in the IT domain. Surprisingly, this also conforms
to Hevner et al.’s (2004) definition of an information system (IS), namely, that
an IS consists of people (comprising roles, people’s capabilities and characteris-
tics), organisation (encompassing strategies, structures, processes, and culture)
and technology (containing infrastructure, applications, communications archi-
tecture, and development capabilities).

What is clear from this discussion is that there is no widely accepted or com-
prehensive conceptualisation of the alignment dimensions. While some suggest
as many as five dimensions, others propose two or three. However, even in
this maelstrom of different conceptualisations, there is a certain commonality,
namely, that an intellectual dimension and a social dimension exist. Whether the
human dimension should be separate from the social dimension, as Schlosser et
al. (2012) propose, is questionable. In essence, both deal with the people involved
in alignment. Whatever the case, one thing is certain: while the intellectual di-
mension has received considerable attention over the years, the social dimension
has been left largely unexplored. Nevertheless, in this regard, many authors ac-
knowledge that plans can be created but may be misunderstood owing to a lack
of mutual understanding, communication-related problems, and a shortage of

skills among others.

2.3.3 Antecedents to Business—IT Alignment

The two previous sections have elaborated on the multifaceted and complex na-
ture of business—IT alignment, and the different dimensions or perspective for
investigating it. Having established this, this section now explores the various
factors or antecedents (within these dimensions) that influence this alignment.

Accordingly, in order for an organisation to achieve proper alignment between
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its business and its IT domains, all these factors will have to be carefully investi-
gated and deliberated (Luftman & Brier, 1999).

To this extent, this section draws attention to the influential background an-
tecedents such as corporate culture, shared knowledge and prior experience with
IT (§2.3.3.1). It also highlights the foreground, that is, visible behaviours that in-
fluence alignment (§2.3.3.2).

2.3.3.1 Background Antecedents

Alignment is contingent on many aspects of an organisation. Some of these as-
pects relate to background antecedents; that is, aspects that shape the context
within which alignment is being sought. These include, among others, shared
domain knowledge, past IT implementation and other aspects that originate out-
side the IT domain.

Reich and Benbasat (2000) (see Figure 2.2) found that shared domain knowl-
edge and past IT implementation success influenced the context of alignment. In
particular, they found that the better IT and business executives understood and
participated in each other’s key processes, the better alignment became. Simi-
larly, the more successful the previous IT implementations were, the more trust
business executives had in IT. This culminated in them being more motivated
to communicate with the IT domain, which led to improvements in alignment;
that is, since both parties started to participate in the business, and IT planning
processes.

In another study, Chan, Sabherwal, and Thatcher (2006) examined antecedents
to alignment directly under the control of IT management. Surprisingly, they
found similar evidence to Reich and Benbasat (2000) in that their study also
identified shared domain knowledge and past IT success as influencing the con-
text of alignment. However, they also uncovered several other antecedents, with
some even originating outside the IT domain. In particular, they found that the
sophistication of the planning processes employed by both the business and the
IT executives when establishing the business and IT strategies had an influence
on alignment. They also discovered that external factors such as organisational
size and environmental uncertainty had a distinct influence on alignment. For
example, small and large-sized organisations performed better on alignment,
whereas medium-sized organisations generally struggled. Similarly, organisa-
tions operating in a highly uncertain environment generally performed better
on alignment than those in an environment that changed little. Both of these
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external factors were seen to affect the foreground behaviour of employees, that
is, communication, culture and others.

Meanwhile, in earlier research, Brown and Magill (1994) found that the corpo-
rate vision, strategic IT role, satisfaction with management of technology, satis-
faction with the use of technology and the locus of control for system approvals
all had an influence on alignment. The strategic role played by IT was an inter-
esting finding, since this matches several other authors’ modern-day arguments
(Nolan & McFarlan, 2005; Weiss & Thorogood, 2006). In particular, Weiss, Thoro-
good, and Clark (2007) propose that the necessity for alignment might differ
depending on how IT is used in an organisation. For example, if an organisa-
tion is utilising IT purely to maintain the production line, alignment might not
be particularly necessary. However, if an organisation is utilising IT to gain a

competitive or strategic advantage, alignment will be crucial.

2.3.3.2 Foreground Antecedents

Several influential background antecedents influence the context within which
alignment takes place in an organisation. Some of these may originate within
the IT domain, while others could result from the organisation itself and its
past. Whatever the case, although these set the context for alignment there are
also foreground antecedents, that is visible behaviours, that influence alignment.
These include, among other things, leadership, relationships, coordination, and
communication.

Baker (2004) proposed that successful alignment is contingent on strong lead-
ership. By asking executives to indicate whether their organisation’s manage-
ment style was autocratic, collaborative, or indecisive, he found that most firms
led by collaborative managers indicated that their organisation’s IT was well
aligned with business strategy. Meanwhile, managers in firms with autocratic or
indecisive leadership reported a lower level of alignment.

Feeny, Edwards, and Simpson (1992) found that the relationship between the
chief executive officer (CEO) and the chief information officer (CIO) was critically
important in achieving alignment. In successful CEO-CIO relationships, the
CEO tended to have had a career background in marketing or general manage-
ment; yet had also worked closely with IT in the past and attended IT awareness-
raising seminars. Perhaps more importantly, he perceived IT as critical to the
organisation. Meanwhile, the CIO had spent a career in IT and had contributed
beyond IT. In particular, he perceived the role IT should and could play within

the organisation and help the CEO in executing the vision and strategies of the
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business from an IT perspective. These results have also been confirmed, and at
times even argued, in modern-day alignment literature (Hunter, 2010; A. John-
son & Lederer, 2006). Hunter (2010), for example, argues that the CIO plays a
critical role in bridging the gap between IT and business; therefore, he is vital to
the alignment process.

Lederer and Mendelow (1989) found that top management participation played
a significant role in improving alignment. For example, alignment improved
when CEOs encouraged business participation in IT planning, the establishment
of an IT plan, and IT management’s participation in business planning. This was
later supported by Reich and Benbasat (2000), who proposed that CEOs could
improve alignment if they enhanced the connection between business and IT
planning in an organisation.

Some authors maintain that documenting the business plan facilitates align-
ment. Both Lederer and Mendelow (1989) and Reich and Benbasat (2000) argue
that organisations cannot attain alignment unless a high quality business plan
exists. However, such plans are contingent on the existence of clearly defined
business goals and a shared business vision. To this extent, Van Grembergen and
De Haes (2009) and COBIT 5 (ISACA, 2012b) propose that an initial step towards
alignment involves establishing the business goals. Only then can the support-
ing IT goals and plans be prepared. Surprisingly, Cragg, King, and Hussin (2002)
found that alighment depended more on the establishment of a business plan
than an IT plan; whereas two-thirds of their sample had a written business plan,
only a quarter had formalised their IT strategy, nevertheless, many had achieved
a high degree of alignment.

Notwithstanding Cragg et al.’s (2002) findings, Lederer and Mendelow (1989)
found that both a business plan and an IT plan should be constituted. How-
ever, they found that these plans would only benefit alignment if they were
coordinated. Consequently, emphasis was placed on planning processes and so-
phistication. In particular, Chan et al. (2006) found that the more sophisticated
the planning process, the greater the likelihood of the involvement of personnel
from different areas of expertise. This, in turn, led to improved shared knowl-
edge and ultimately alignment.

While these studies focused primarily on individual foreground antecedents,
Luftman and Brier (1999) attempted to establish a comprehensive list of an-
tecedents that acted as both enablers and inhibitors for alignment. Their findings
suggested that:
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1. factors that IT executives could influence directly were project priority set-
ting, IT knowledge of the business and IT leadership

2. factors under business control were IT involvement in strategy develop-

ment and senior executive support for IT

3. both business and IT had to foster a close working relationship, therefore,

communication, collaboration and interaction were critical.

In the same year, Teo and Ang (1999) investigated the antecedents for align-
ment. Although their focus was slightly different from Luftman and Brier (1999),
in that they focused on the alignment of business and IT plans, their identified
antecedents were similar. Interestingly, both Teo and Ang (1999) and Luftman
and Brier (1999) found that communication was a critical foreground antecedent.
In fact, Luftman and Brier (1999) listed it as one of the top antecedents in their
study. Although Teo and Ang (1999) prioritised it lower, they nonetheless did
emphasise its importance. Since then other authors have also highlighted the
importance of communication (Reich & Benbasat, 2000; B. Campbell et al., 2005;
Coughlan et al., 2005; Sledgianowski et al., 2004).

In their respective studies, both Reich and Benbasat (2000) and B. Campbell et
al. (2005) proposed communication as a key antecedent to alignment. They asso-
ciated communication with understanding, and argued that it in turn increased
the locus of comprehension. Therefore, they argued that it would be wise for
organisations to invest time and effort in addressing communication between
their business and IT personnel. Sledgianowski et al. (2004) later supported this,
since they noted that communication should be a fundamental and regularly oc-
curring task of all managers and employees. In fact, they went so far as to state
that communication should be pervasive throughout the organisation.

In summary, several background and foreground antecedents influence align-
ment. For an organisation to achieve proper alignment between its business and
IT domains, all these antecedents need to be carefully investigated and deliber-
ated (Luftman & Brier, 1999). That said, some antecedents might be more impor-
tant than others. Given the above findings, communication would seem to be an
indispensable cog in the machine for achieving alighment, especially in view of
the fact that the effective exchange of ideas and a clear understanding of what
it takes to ensure successful strategies are high on the list of enablers and in-
hibitors of alignment (Luftman & Brier, 1999). Given this, it would seem fruitful,

and even necessary, for organisations, researchers and practitioners to examine
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these antecedents carefully (Coughlan et al., 2005). This then corresponds with
the intent of this study.

2.4 COMMUNICATION: A CRITICAL ANTECEDENT OF BUSINESS—IT ALIGN-
MENT

Having presented an overview of business—IT alignment, its different dimen-
sions, and a variety of background and foreground antecedents, it has become
evident that communication is critical to achieving proper alignment. In fact, it
is considered to be among the top three antecedents of alignment. Accordingly,
and in view of the fact that this antecedent is the primary interest of the study,
this section now examines the extant alignment literature on this antecedent in
more detail.

It is self-evident that business—IT alignment requires the business and IT per-
sonnel to collaborate at all levels of an organisation; that is, to understand and
fully commit to the business and IT missions, objectives, and plans. Understand-
ably, this necessitates proper and clear communication. In this context, commu-
nication typically refers to the effective exchange of ideas, knowledge and infor-
mation between personnel residing in the business and IT domains of an organ-
isation (Luftman & Kempaiah, 2007). As such, it entails a variety of social and
cognitive processes which enable these personnel to understand the business
and IT strategies, plans, the business and IT environments, risks and priorities,
and how to achieve them (Luftman, 2000).

Communication has long been associated with business-IT alignment. In early
research, Calhoun and Lederer (1990) found that a lack of communication of
top management’s objectives could account for the business function’s dissatis-
faction with strategic information systems planning. Meanwhile, Rockart et al.
(1996) established that communication could greatly enhance alignment, since
it ensured that business and IT potential were integrated effectively. Raggad
(1997) found that, in order to enhance alignment, IT and business line managers
needed to communicate and understand each other. Peppard and Ward (1999)
also found that organisations with business and IT units that saw themselves
as part of an equal partnership based on a strong foundation of communica-
tion were highly aligned. However, these were not the only authors to report
communication’s importance in achieving alignment.

The turn of the century also saw several studies highlighting the importance

of communication. For example, Reich and Benbasat (2000) found that shared
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domain knowledge and communication between IT and business managers pos-
itively influenced alignment. This was confirmed by Luftman and Brier (1999),
while surveying over 500 executives from Fortune 100 US-based organisations,
who found that the executives reported that clear communication was an ab-
solute necessity for alignment to succeed. Consequently, they considered com-
munication to be one of the top enablers of alighment. This later contributed
to communication forming part of Luftman’s (2000, 2003) alignment assessment
model.

More recent studies have further emphasised this importance. Brodbeck, Rigoni,
and Hoppen (2009), while collecting maturity data from 259 executives from 72
enterprises located in industrial centres in the south of Brazil, found communi-
cation to have the biggest influence on business—IT alignment among five other
antecedents. This was later supported by another study conducted in China (L.
Chen, 2010). L. Chen (2010) collected data from 130 business and IT executives
from 22 companies in China, 11 of which were multinationals operating in China,
and found communication to have the biggest influence on business-IT align-
ment.

Thus, it is clear from the above, regardless of the degree of formality, com-
munication is critical in achieving business-IT alignment; particularly because
it helps organisations ensure that IT resources are prioritised according to busi-
ness needs. In addition, IT-based business solutions enable their users to create
real value for the business. Accordingly, it would seem critical for organisations
to identify, analyse and assess the status and nature of communication between
the personnel that form part of their business and IT functions (Luftman, 2003).

Unfortunately, few alignment studies have explicitly looked at communica-
tion and its influence within the business-IT alignment context (Coughlan et
al., 2005), not to mention the methods or approaches for analysing or assessing
it. This is alarming, since without such methods or approaches, organisations
might have little means to address one of the most influential antecedents of

alignment adequately.

2.5 CONCLUSION

The primary aim of this chapter was to position and emphasise the importance
of communication within the business—IT alignment context. To do so, it firstly
introduced the concept of business-IT alignment and, secondly, its related re-
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quirement of communication between business and IT personnel in order to
facilitate information flow and mutual understanding.

The importance of information in relation to the success of modern organisa-
tions generally and IT as an enabler was discussed. Subsequently, the chapter
emphasised that organisations are investing profoundly in IT to obtain compet-
itive advantages; however, competitive advantages and true business value can
only be obtained if the IT is aligned with the business’s goals, objectives, and
processes and vice versa.

Consequently, individual theories, past empirical research studies and find-
ings from practice pertaining to business—IT alignment were introduced. Based
on these, it became clear that business-IT alignment is a multifaceted and com-
plex construct. Accordingly, as indicated in this chapter, the construct may be
interpreted and investigated from various perspectives, each in turn being influ-
enced by a variety of factors.

Based upon these previous works and findings, the chapter concluded by
emphasising that communication (as a social construct) is critical in achieving
business-IT alignment. In fact, it stipulated that communication between busi-
ness and IT personnel for the sake of information sharing and information flow
is vital, particularly in view of the fact that they are constantly required to ex-
change ideas, knowledge, and information to understand and fully commit to
the business and IT missions, objectives and plans. It was therefore argued that
organisations should be mindful of the role communication plays in alignment
and should ensure that they address is adequately.

The next chapter will provide a detailed overview of the way in which com-
munication generally can be approached, interpreted and ultimately assessed.
In particular, it will investigate different perspectives on communication, vari-
ous problems that may arise when different parties communicate and, finally, the
way assessments may be conducted to identify and remedy these problems. This
knowledge, coupled with the information pertaining to business—IT alignment,
will paint the backdrop against which the method for assessing communication

in business—IT alignment will be developed in later chapters.
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“The single biggest problem in communication is the illusion that it has taken place.”

— George Bernard Shaw (cited in Caroselli, 2000)

Communication is a critical antecedent to achieving adequate business—IT alignment.
However, communication means different things to different people. Some give more at-
tention to the information transmitted, others to how people interact, who is conversing
with whom, and the context of the communication. Consequently, if one wants to ex-
plore communication within the business—IT alignment context, it is necessary to first
explore and understand what such communication entails, especially because this may
reveal the problems that organisations are likely to encounter during the communicative
process and how they may be assessed. Accordingly, this chapter explores communica-
tion in business—IT alignment from a communication-theoretic perspective. To do so, it
gives an overview of the different ways in which communication can be conceptualised,
and explores the unique characteristics of communication in business—IT alignment. In
addition, it investigates problems that are likely to be associated with such communica-
tion, and examines communication assessments as a possible approach or technique for
identifying and analysing such problems.

3.1 INTRODUCTION

By its nature, communication plays a pivotal role in both the success and failure
of modern-day organisations (Jordan et al., 2006). In the business environment of
today, employees constantly have to exchange information quickly between each
other to offer evaluation, direction and even control (Juiz, 2011). This is true for
almost every business process, from the most basic verbal exchange between an
employee and a manager to the most complex network involving hundreds or
even thousands of people (Maier et al., 2004).

The previous chapter alluded to the fact that business—IT alignment is not a
solitary activity; instead it is a social interactive process depending on the active
collaboration and interaction of both business and IT personnel (IT Governance

Institute, 2005). As such, it is a communication intensive activity, requiring both
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business and IT personnel to communicate adequately in order to provide con-
text for projects, raise awareness, elicit needs, and bind all business activities and
IT tasks together (Luftman, 2003). However, much like everyday life, achieving
this communication can be both challenging and troublesome (Coughlan et al.,
2005).

Organisations today continue to experience misalignment between their busi-
ness and IT visions and values, project expectations and scope, goals and risks,
understanding and cultures, strategies, structures and processes (Luftman, Ben-
Zvi, Dwivedi, & Rigoni, 2010). Communication underlies many of these issues
(Coughlan et al., 2005; Cybulski & Lukaitis, 2005). It is therefore important for
organisations to understand how communication works in the business-IT align-
ment process and where it could break down (Luftman, 2000; Reich & Benbasat,
2000). Most importantly, they need to know how to identify, assess and ulti-
mately remedy communication-related problems (Maier et al., 2004). Hence, a
method to assess communication in business—IT alignment might prove helpful.

Communication can best be compared to love. Both are everyday phenom-
ena occurring at a moment’s notice, yet they remain abstract and multifaceted,
particularly because they are influenced by a plethora of internal and external
factors (Eckert, Maier, & McMahon, 2004). This presents a challenge: if these
concepts are so complex, and there are so many things that can be brought to
bear on them, how can they possibly be assessed? In attempting to arrive at a so-
lution, one first needs to investigate and understand how people conceptualise
them (Maier, Eckert, & Clarkson, 2005). Only once this is understood can the
conditions needed for success or failure be determined.

Consequently, before creating a method for assessing communication, it is
necessary to explore the different ways in which communication may be con-
ceptualised within the context of the method (Maier et al., 2004); particularly
because this will allude to the individual factors and aspects that the method
needs to assess. This is important, since different conceptualisations might affect
the creation of the method itself and thus produce dissimilar results.

Accordingly, the primary aim of this chapter is to explore communication in
business—IT alignment in more detail from a communication-theoretic perspec-
tive. In doing so, four objectives are identified: firstly, to give an overview of the
different approaches whereby communication can be conceptualised within the
business—IT alignment context; secondly, to explore the unique characteristics of
communication in business-IT alignment; thirdly, to investigate problems that

are likely to be associated with this communication; and, fourthly, to examine

44



3.2 CONCEPTUALISING COMMUNICATION

communication assessments as a possible approach or technique for identifying
and analysing such problems.

These and related issues will be discussed further in this chapter as follows:
Firstly, the chapter explores the complementary but distinct ways in which the
academic literature conceptualises communication (§ 3.2). In particular, empha-
sis is placed on a systemic perspective, which models communication as a mul-
tifaceted concept that is influenced and affected by many internal and exter-
nal factors. Secondly, following the systemic perspective, it explores the unique
context and characteristics of communication in business-IT alignment (§3.3).
Thirdly, it reviews existing research addressing business—IT related communica-
tion to draw attention to potential communicative problem areas, points where
a breakdown in communication could occur, and the difficulties organisations
could face during the alignment process (§ 3.4). Finally, it brings these ideas to-
gether by discussing why it is important these communication-related problems
be identified and remedied, and examines communication assessments as a pos-
sible approach or technique whereby this could be achieved (§ 3.5). These issues
will be summarised and conclusions drawn at the end of the chapter (§3.6).

Together, this and the previous chapter set the foundation on which a method
for assessing communication in business—IT alignment will be developed in later
chapters (see Figure 2.1).

3.2 CONCEPTUALISING COMMUNICATION

Communication is probably the single most important factor that governs the
success of the human race (Jordan et al., 2006). It is one of the oldest fields
of human inquiry, reaching back to the rhetoric of Aristotle (W. Roberts, 1924).
Communication has been researched in a variety of disciplines, ranging from
mathematics (Shannon & Weaver, 1964) to sociology (Budd, 1972) and beyond
(Griffin, 2012). Yet despite this, there is no single theory to which all scholars
refer.

Communication means different things to different people. Several years ago,
Dance (1970) suggested that there were as many as fifteen discrete meanings
of communication. A few years later, Merten (1977) identified 160 different def-
initions. Some definitions give more attention to the information transmitted,
while others focus on how people interact, who is conversing with whom, the
context of communication, and whether the individual is giving appropriate and

consistent weightings to different aspects of communication (Eckert et al., 2004).
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Consequently, communication can be conceptualised in several ways: as the
transfer of information, as interaction between two or more individuals and even
as something that occurs within a specific context and situation (Maier et al,,
2005). These different conceptualisations are complementary rather than contra-
dictory, each emphasising different aspects of communication. Consequently, to
explore communication fully, a combination of different perspectives has to be
employed (Fiske, 1990, p. 4).

This section explores these conceptualisations in more detail by providing
a literature review on the subject of the conceptualisations of communication.
Three distinct conceptualisations will be shared here; namely, an information-
centred perspective focusing on the information to be transmitted (§3.2.1); an
interaction-centred perspective concentrating on the way communicators inter-
act (§3.2.2); and a situation-centred perspective emphasising the specific context
in which communication takes place (§ 3.2.3). After having discussed these three
perspectives, a systemic perspective will be proposed that integrates all these
into a single unit of interpretation (§3.2.4). This single unit of interpretation is
the lens through which the remainder of the thesis will be approached and the

assessment method will be developed.

3.2.1 Information-Centred Theories (The Information Transmission Perspective)

One way to conceptualise communication is to view it as the transmission of
information. This view has its intellectual antecedents in a mechanistic world-
view, which holds as its basic premise that the universe can best be understood
as a mechanical system (Malik, 2003); that is, as a system composed of individual
components that are not more than the sum of its parts. As a representation of
this way of viewing communication, the theory presented by Shannon (1948)
will serve as an illustration.

In his work, A mathematical theory of communication, Shannon reduced com-
munication to a set of basic constituents. He postulated that communication
could be thought of as a basic system composed of five elements (see Figure 3.1),
namely, a source, a transmitter, a channel, a receiver and a destination. First, the
information source (sender) converts the originating information into a message.
A transmitter then translates this message into signals and transmits it along
lines or channels to the receiver. The receiver then converts the signals into a

message again, which the destination (information recipient) then decodes and
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interprets. Meanwhile, noise could distort the originating information at any

time, thus leading to miscommunication.

Communication System
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Figure 3.1. Communication System (Shannon, 1948)

Shannon’s theory essentially reduces communication to a linear, unidirectional,
and mechanistic process. It is seen as a one-way process, where the focus rests
on the information source (sender) and the transmitted message (I. Ang, 1996).
According to this view, communication is seen solely as an act of transmitting
information from the sender to the receiver, where the challenge lies in the trans-
mission of information rather than in the understanding of the recipient (Maier
et al., 2005). This is similar to the ‘conduit metaphor” (Reddy, 1979), where the
sender is seen as putting a message and its meaning in a tube and squeezing
them out as one at the other end.

The important thing to realise is that both Shannon’s (1948) theory and Reddy’s
(1979) ‘conduit metaphor” were never intended to model human-to-human com-
munication. Shannon’s theory was developed specifically to illustrate the impor-
tance of noise reduction in electrical data transmission. However, in collaboration
with Weaver, who was convinced of the general applicability of the theory, he did
later attempt to generalise the theory (Shannon & Weaver, 1964). Nevertheless,
the problem remained that the theory, like Reddy’s metaphor, ignored the indi-
vidual cognitive processes of the sender and the receiver and their interaction
(Maier et al., 2005).

In terms of this perspective, the information contained in a message appears
to exist in and of itself. It exists apart from the people who are thinking about it,
talking about it and using it (Jordan et al., 2006). Therefore, matters such as social
context, the assumptions made by the sender and the receiver, their experiences
and so on are disregarded (Maier et al., 2005). Moreover, there would seem to be
an implicit causality assumption insofar as the connection between the sender

and the receiver is linear. The sender has an effect on the receiver through the
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message and an action is followed by a reaction (I. Ang, 1996). Thus, in terms of
this view, communication and its outcome is seen as being predictable (Lazars-
feld, Berelson, & Gaudet, 1944, p. 273). In real life, however, this is seldom the
case.

In summary, this perspective may work well for fidelity and message trans-
mission in technical or electrical communication. However, it works less well for
sociologists, or others concerned with the cognitive and social nature of commu-
nication — as this thesis is with business—IT alignment. This is not to imply that
it does not have validity, but merely that it only captures a reductionist view
of the larger communicative process. Therefore, further complementary perspec-
tives would also need to be studied.

3.2.2 Interaction-Centred Theories (The Interaction Perspective)

While the information-centred theories model and perceive communication in
essence as the passing on of information, others view it as the construction of
new knowledge through the interaction of the communication partners (Eckert
et al., 2004). That is, the interaction between the sender and the receiver (Taylor,
Cooren, Giroux, & Robinchaud, 1996). Therefore, communication is seen as more
than just transferring information; it is an emergent property of the interaction
between many (at least two) individuals (Maier et al., 2005). As a representation
of this way of viewing communication, the co-orientation theory presented by
Taylor et al. (1996) will serve as an illustration.

Taylor et al.’s theory of co-orientation contends that communication is in fact
an interactive process of co-constructive meaning-making among people. Unlike
the transmission theories, it emphasises that information does not have mean-
ing in and of itself, but rather that people give it meaning (Jordan et al., 2006).
Therefore, communication comes to exist not in a vacuum, but rather through
the negotiation, adaptation and adoption (interaction) that takes place among
people (Robbins & Judge, 2013). However, this neither is the only theory nor are
these the first authors to emphasise this.

Delia (1977) contends that an essential determining factor in the communica-
tion process is the cognitive complexity of the communication partners, which
becomes visible in the interaction process. During the interaction process, com-
municators have to interpret received information. However, underlying this in-
terpretation, or the act of making sense, are cognitive schemes and categories

which develop because of interactions between the individuals and the chal-
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lenges in their environment (Eckert et al.,, 2004). Therefore, information and
its meaning cannot be transferred as an isolated unit, but rather is created by
the people themselves; that is, by their experiences, viewpoints, operational lan-
guage and relations to each other (McCann, 1993). Advocates of the speech-act
theory have long realised this (J. Austin, 1962; Searle, 1969).

By prescribing to this perspective, communication is seen not as being linear
and unidirectional; instead it is seen as forming a circuit among the people, inter-
acting and being co-operative (Le Ray, 2007). That is, each communicator affects
the other and thereby alters the shared meaning of the information together (see
Figure 3.2). Thus, the focus shifts from solely the sender and the message to con-
sider the active role of the receiver as well. As Luhmann (1995) states, although
individuals are necessarily involved in bringing about communication, it cannot
be understood as the product of any particular person alone. Rather, it should
be seen as the unique combination of relations between them. Consequently, co-

operation and coordination become critically important (Taylor et al., 1996).
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Figure 3.2. Communication Circuit (Le Ray, 2007)

To conclude, the interaction perspective sheds light on the co-operative na-
ture of communication and the active roles of both the sender and the receiver.
However, it refrains from addressing the context within which the communi-
cation occurs. Within a given context information being communicated might
evoke more than one reaction (McCann, 1993), particularly because the mean-
ing of that information might vary. Therefore, although it is important to study

the transfer of information and the interaction between the communicators, the
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context within which this occurs should also be considered (Eckert et al., 2004;
Maier et al., 2005).

3.2.3 Situation-Centred Theories (The Context and Situation Perspective)

A transmission-centred perspective focuses on the transfer of information (Shan-
non, 1948), while an interaction-centred perspective focuses on the cooperation
and collaboration among individuals during communication (Taylor et al., 1996;
Le Ray, 2007). Both perspectives perceive communication as occurring relatively
independently of a specific context (Eckert et al., 2004). This is in sharp contrast
to the context and situation perspective, which takes as antecedent the fact that
various context variables affect communication (Griffin, 2012; McCann, 1993). In
representing this way of viewing communication, contextual theories will serve
as an illustration.

Contextual theories, such as ethnography, emphasise that the situation within
which communication occurs will have a direct influence both on the informa-
tion transmission and the interaction process (Hymes & Gumperz, 1972). Con-
sequently, the situation not only embodies the perceived environment but also
the wider context, including things such as the organisation, the nature of the
team (within which communication takes place), and the social background and
culture of the team members (Eckert et al., 2004). For example, communication
between a business and an IT unit would differ from communication among
business units (i.e., production and human resources), as would the experience
and social backgrounds of each member of these units (Peppard & Ward, 2004;
Pozza, 2014). Therefore, the context and situation combine to offer a unique
backdrop against which communication occurs.

While few would disagree that the communication context and the situation
are important, the difficulty often arises as to how these affect communication di-
rectly; that is, how an individual can assess or measure them. The context might
embody several hundred factors, originating from a variety of places (see Figure
3.3), rendering their dissemination a possibly futile effort. Nevertheless, some
authors have reported that the perception and understanding of even a few con-
text variables might positively influence communicative behaviour (Suchman,
1987; Clancey, 1997). Therefore, although problematic, considering communica-
tion from this perspective might still prove beneficial.

It is therefore apparent that the context and situation in which communica-

tion occurs plays an important role. However, it should not be investigated in
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Figure 3.3. Factors Affecting the Communication Context (Moray, 2000)

isolation (Eckert et al., 2004). If studied in isolation only a small fraction of the
communicative process will be understood. The same is also true if taking a
purely transmission or interaction perspective. Consequently, the information,
interaction and situation perspectives should all be studied together as a system
(Maier et al., 2005). Only then will the true richness of communication be fully

captured.

3.2.4 System-Theoretic Theory (The Systemic Perspective)

The three aforementioned perspectives (information, interaction, and context)
complement each other. Although one perspective might be more prevalent in
a certain situation than another, each is always present. Thus, a perspective is
needed that integrates all of them into a whole — a ‘system” (Eckert et al., 2004;
Maier et al., 2005). This is afforded by the systemic perspective of communica-
tion, which has its origins in general systems theory and sociological systems
theory (Luhmann, 1995).

General systems theory (GST) is the interdisciplinary study of ‘systems’ in gen-
eral (Gopinath, 2008). Its goal is to discover patterns and elucidating principles
that can be discerned from, and applied to, all types of system at all nesting
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levels in all fields of research (Skyttner, 2005). It was originally proposed by
Bertalanffy (1968).

Bertalanffy, in introducing GST, argues that ‘systems’ (in this case, communi-
cation) are not mechanical. They cannot be broken down into their individual
components so that each component can be analysed as an independent entity.
Similarly, their components cannot be added linearly to describe the totality of
the ‘system’. On the contrary, he posits that a ‘system’ is characterised by the
interactions of its components and the non-linearity of those interactions. Hence,
he reasons, unlike those taking a mechanical view of the universe and specifi-
cally of communication (i.e., Shannon’s theory), a systems view is necessary; that
is, a view that considers the totality of the ‘system” as opposed to its individual
components.

Luhmann (1995), finding inspiration in GST, is a vocal proponent of taking a
systems view to communication. He posits that communication constitutes so-
cial systems such as societies, organisations, and interactions. If communication
stops, these systems cease to exist. Thus, the continued existence of a system is
dependent on the continuation of communication. As Luhmann (1986, p. 174)

writes:

“Social systems use communications as their particular mode of autopoietic
reproduction. Their elements are communications, which are recursively pro-
duced and reproduced by a network of communications.”

Consequently, according to Luhmann (1995), communication itself is a self-
organising social process and system. On that basis, he considers communication
to be a combination of three individual components, namely: (i) information,
(ii) utterance, and (iii) understanding. However, he is not the only author to
emphasise the systemic nature of communication.

Eckert et al. (2004) propose a systemic perspective on communication, which
concurrently incorporates the concepts of information, interaction and situation.
These authors contend that communication can be seen as a ‘social” system (see
Figure 3.4), in which at least two participants are involved. Each of these can
be both senders and receivers. At the same time, these participants are seen as
interacting cognitive systems distinct from but also influenced by their emotions
and their environment.

According to their proposed perspective, Eckert et al. posit that communica-
tion is at the same time a social, cognitive and emotional act. It is social because

different people are interacting with each other in a social and political context.
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Figure 3.4. Systemic View of Communication (Eckert, Maier, & McMahon, 2004)

Communication is cognitive since what people say and how people make sense
of what they perceive depend on their mental models and prior realm of se-
mantic, syntactic, and pragmatic knowledge. As far as the emotional aspect is
concerned, communication also depends on how we feel about the people we
communicate with and about the content of the message, we are trying to con-
vey. Not surprisingly, trust, amicability and the willingness of someone to hear
the thoughts of another person with good will are often central to any commu-
nicative act.

When communication is viewed from a systemic perspective, several factors
are seen to influence it beyond an individual (sender or receiver). Aspects such
as the immediate team, the organisation, and even the environment will all have
an effect (see the outer layers of Figure 3.4). For example, the choices a commu-
nicator makes will be influenced strongly by the norms and values of his/her
immediate team, particularly because the individual members of the team will
have different educational backgrounds. Thus, they will have their own object
worlds or mental models.

Meanwhile, organisational features such as size, the organisational set-up,
policies and leadership style will also influence the communication process.
Then there is also the aspect of environment — the society as a whole, the commu-
nicator’s immediate community, the groups s/he belongs to, and the individuals
s/he interacts with will all effect communication. Consequently, all these aspects

(or layers) influence communicative behaviour (Eckert et al., 2004).
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Taking all the above into consideration, there are different ways in which to
conceptualise communication (Dance, 1970; Merten, 1977). While an information,
interaction or situation-centred perspective might be taken, such perspectives
should not be studied in isolation (Maier et al., 2005) because they will only
offer a narrow view of the larger communicative act. Hence, to allow for a more
comprehensive view of communication, a systemic perspective should be taken
(Eckert et al., 2004; Luhmann, 1986).

Such a perspective holds several benefits; namely, it acknowledges that com-
munication is a “social’ system where two or more communicators are exchang-
ing information; it recognises that each communicator acts based on their own
mental models and emotions; and it recognises that several contextual factors
influence both the communicative process at large and the communicators them-
selves. Thus, it integrates the information, interaction and situation-centred per-
spectives into a comprehensive system by means of which communication can
be studied, interpreted or analysed (Maier et al., 2005). Moreover, it considers
the totality of the system while still allowing the individual components to be
investigated.

3.3 CHARACTERISING COMMUNICATION IN BUSINESS—IT ALIGNMENT

The previous section presented an overview of various complementary, yet dis-
tinct, perspectives whereby communication may be interpreted and approached.
There was a specific focus on system-theoretic modelling, and the fact that com-
munication should be conceptualised from a systemic perspective. In the context
of this thesis, business—IT alignment is considered a social system and communi-
cation is seen as being an integral part of the alignment process (see Chapter 2).
Accordingly, it would seem most appropriate, and even necessary, to use a sys-
temic perspective to investigate and assess communication within business—IT
alignment, particularly in view of the fact that it would allow for a compre-
hensive treatment of several aspects of communication, such as the information,
interaction, and situation.

Adhering to the systemic perspective of communication, this section of the lit-
erature review is now concerned with characterising communication specifically
within the business-IT alignment context. To do so, it firstly defines commu-
nication within this context (§3.3.1), secondly, it discusses the typical parties
involved and the purposes for this communication (§ 3.3.2) and, thirdly, it inves-
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tigate those personal and contextual factors that influence this communication
(§3-3.3)-

3.3.1 Defining Business—IT Related Communication

As the previous chapter described, business—IT alignment involves having the
business and IT-related personnel of an organisation working together to reach
a common goal (B. Campbell et al., 2005). Naturally, this requires collaboration
at all levels of an organisation, especially since it would require information
to be actively communicated and made sense of, and to understand and fully
commit to the business and IT missions, objectives and plans (Luftman, 2003).
Consequently, alignment does not develop passively, but rather through active
social interaction and communication (Coughlan et al., 2005).

Luftman and Kempaiah (2007) state that communication in business-IT align-
ment can best be described as a social and cognitive process whereby ideas,
knowledge and information are mutually exchanged between business and IT
personnel. As such, it does not refer to the mechanistic, engineering, or mathe-
matical processes of communication. Instead, it focuses on the social processes
contributing to mutual understanding (Reich & Benbasat, 2000; Sledgianowski
et al., 2006).

Consequently, the success of communication in business-IT alignment is mea-
sured not just by the fact that it has taken place alone; rather it is measured on
whether it has enabled both business and IT personnel to understand the busi-
ness strategies, plans, business and IT environments, risks and priorities, and
how to address them (Luftman, 2003).

3.3.2 Parties Involved and Purposes

During the alignment process a variety of different communicator (sender and
receiver) configurations can be observed (IT Governance Institute, 2005). Person-
nel in one business unit may have to communicate with another or one IT unit
with another. However, more often a business unit may have to communicate
with an IT unit or vice versa. These exchanges can occur in three directions
(Maier et al., 2004), including top down (e.g., from a business manager to an IT
staff member), bottom up (e.g., from an IT staff member to a business manager)
or in between (e.g., between IT staff or between business staff). In addition, they

may be formal or informal, taking the form of verbal commands, written poli-
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cies or documents (Jordan et al., 2006). Meanwhile, they could occur at the same
time (synchronously) or at different times (asynchronously).

These communicative acts could occur for a variety of purposes (Juiz, 2011). It
may be to delegate, report on, raise awareness of or handle a problem pertaining
to an IT artefact. It could also concern a process or a relationship (between indi-
viduals or teams, or between people and artefacts, rules, representations and so
forth) (De Haes & Van Grembergen, 2005). It could be to describe the state that
something is now in, or how and why something has to be the way it is (making
sense), or how something might or should develop (framing the future).

For example, IT personnel frequently need more information to progress with
an IT project. Consequently, information requests between business and IT units
occur regularly. IT projects also operate within given business constraints. There-
fore, discussions to ensure that these constraints are correctly understood and
interpreted occur. Meanwhile, business and IT personnel might communicate to
discuss new ideas or avenues where IT could contribute to the business. Simi-
larly, they could interact to resolve conflicts, discuss IT project concerns or offer
justifications for decisions taken. These last-mentioned purposes are especially

important, given that IT projects can so easily fail in modern-day businesses.

3.3.3 Influences on Business—IT Related Communication

There are various reasons why business and IT personnel have to communicate
with each other. However, they do not communicate in a vacuum; instead several
contextual factors could affect their communication (Eckert et al., 2004).

Factors that affect communication may pertain to the environment, such as
legislation, IT best practices, and standards. Typical examples of these include
ISO/IEC 38500 (2008), ISO/IEC 27002 (2005), and the COBIT 5: Framework (ISACA,
2012b). The organisational sphere will also influence the communication, such
influences include the culture among the business and IT personnel (Silvius, de
Waal, & Smit, 2009) and the role IT plays in the organisation (Nolan & McFarlan,
2005). In addition, they may include the procedures involved in business and IT
strategic planning among others (Reich & Benbasat, 2000). Then there is also the
team or function in which each communicator resides. The degree of knowledge
sharing both in the team and between the team and others could influence the
communication (Luftman, 2003). Similarly, the degree of cooperation, mutual
understanding and even team identity offer a unique backdrop against which

the communication will occur (Coughlan et al., 2005).
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These factors all unite to form a unique context within which communication
occurs during the business-IT alignment process. That said, they could just as
easily influence any other process within the organisational sphere. What makes
communication in business-IT alighment truly unique are the characteristics of
the communicators themselves (Coertze & Von Solms, 2013b, 2015b), that is, the
business and IT personnel communicating with each other.

Business and IT personnel often have different mental models and under-
standings of the organisational environment (Deloitte, 2006). Moreover, they fre-
quently have differing appreciations of the importance, uses and needs of IT
(Leonard, 2008) and their success criteria and ‘operational languages” may differ
widely (Schwaninger, 2001). They therefore often operate according to differing
cognitive systems. Consider, for example, the senior business managers in an
organisation. These managers are responsible for the overall well-being of the
organisation (Institute of Directors in Southern Africa, 2009a), therefore most of
their focus is on risks, business value and stakeholders. Consequently, their op-
erational language is usually primarily business-oriented, particularly given that
their educational background often resides in accounting, business administra-
tion, law and finance (Posthumus, Von Solms, & King, 2010). It should therefore
come as no surprise that they approach business decisions, operations and, ul-
timately, communication from a more holistic and integrated viewpoint (Millar,
2009). However, this is in sharp contrast to the usual IT personnel.

IT personnel are concerned with service delivery (Van Bon, 2011). Most of their
focus is on keeping IT running without interruption daily. To this extent, they
are responsible for the upkeep and maintenance of the IT infrastructure and
architecture (Marchand, 2007). Consequently, their operational language natu-
rally resides in technology-oriented jargon. This is further compounded by the
fact that their educational background often resides in software development,
networking and other technical disciplines (Hunter, 2010). Furthermore, their
operational outlook is often limited to their immediate surroundings and those
business units they serve. This results in them having a narrow viewpoint, where
a holistic appreciation of the organisation’s larger business may be lacking (Mil-
lar, 2009).

Taking the above into account, communication within the business—IT align-
ment context has many unique characteristics. While some characteristics might
be universally applicable, the interaction between business and IT personnel and
its several challenges are specific to this context. This includes aspects such as dif-
fering educational backgrounds, viewpoints and ‘operational languages’ (Millar,
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2009; Donnelly, 2010). All of these make for a complex and volatile communica-
tion environment, where the likelihood of conflict, misalignment and ultimately
miscommunication arising is astronomical (Luftman, 2003). Not surprisingly,
several studies in business-IT alignment have highlighted the frequency and
multiple causes with which communication breakdown occurs between business
and IT personnel (Coughlan et al., 2005; Cybulski & Lukaitis, 2005).

3.4 BUSINESS—IT RELATED COMMUNICATION BREAKDOWN

The unique characteristics of communication in business—IT alignment discussed
in the previous section carry their own problems and difficulties. In many align-
ment situations, it is difficult to identify communication problems as such or find
their root causes, because they are so closely interwoven with other procedural
issues (Coughlan et al., 2005). Even if a communication problem is detected, or-
ganisations often struggle to see where it comes from. Sometimes it is the effect
of factors such as management structures or corporate culture, at other times
the problem is purely personal (Maier et al., 2005). To this extent, communica-
tion breakdown can have multiple causes.

This section aims to discuss some typical causes of business—IT related commu-
nication breakdown. Although the discussion is not exhaustive, it does provide
the reader with a tentative scheme of likely problems that might be experienced
during the alignment process. For more detail, the reader should refer to the
relevant authors of alignment and communication texts referenced throughout
this section.

At present, few business—IT alignment studies have specifically investigated
the causes of communication breakdown in the alignment process. An excep-
tion to this is Coughlan et al. (2005), whose study took a communication-based
view on the concept of alignment to investigate the relationship between the
retail business and IT in a major UK high street bank. The authors undertook
semi-structured interviews with 29 individuals on mid-high management level
to identify likely causes for communication breakdown in the business-IT rela-
tionship.

Using thematic content analysis of the transcribed interview material, Cough-
lan et al. (2005) identified nine broad causes of communication breakdown dur-

ing the alignment process. These themes included:

1. a lack of business—IT experience among the business and IT personnel
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2. an organisational structure that segregated the business and IT units

3. an IT division that was isolated, which led to a lack of co-operation

4. a corporate culture that promoted a ‘them-and-us’ attitude

5. a lack of clarity and understanding of business and IT personnel’s roles

6. a lack of overview and understanding among the business and IT person-

nel

7. a lack of information exchange, owing to a shortage of communication

channels
8. IT personnel lacking contact with the ‘customer’, and

9. meetings lacking the correct attendees and offering limited interactivity.

While these broad causes of communication breakdown are specific to the
case of the UK bank, other authors have taken a more general approach. In par-
ticular, Cybulski and Lukaitis (2005) conducted two focus groups with 16 senior
business and IT executives to talk about communication and understanding is-
sues surrounding the alignment of business and IT. The focus group members
represented a variety of substantial and long-standing companies in Australia, in
which activities ranged from software development and management consulting,
through health care, banking and finance, to logistics and business intelligence.

Following a hermeneutic study of the transcripts of the two focus groups, sev-
eral common causes for communication and understanding-related problems
were identified. Business and IT members lacking understanding of their coun-
terparts’ operations was seen as a primary cause. Another cause related to a
lack of trust. If the business function(s) did not trust their IT counterparts, the
communicative and alignment processes were placed under severe strain. A dif-
ference in ‘operating language” among business and IT personnel was also found
to lead to communication breakdown. Business personnel operate according to a
business-oriented perspective; while IT personnel, on the other hand, primarily
follow a technology-oriented perspective. If they did not reconcile their different
perspectives during the communicative act, then the likelihood for misunder-
standing and misinterpretation existed.

Millar (2009) and Coertze and Von Solms (2015b) have argued and found
support for the latter finding by Cybulski and Lukaitis (2005). These authors
have argued that a common cause for communication breakdown in business—
IT alignment relates to the necessity for business and IT personnel to ‘translate’
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their ‘operational language” when communicating. In cybernetics this is better
known as ‘transduction” (Styhre, 2010). Transduction denotes that when two dif-
fering ‘systems’ (i.e., business and IT personnel) interact, they must translate the
information being exchanged among them into a language that is understood by
the receiving ‘system’ (Beer, 1984).

The difficulty in transduction rests on the fact that each ‘system” has to have
enough background and understanding of each other’s mental models and con-
text of operations to do so (McCann, 1993). In other words, they must under-
stand where each is coming from. While easy to achieve within a single team or
function, it becomes difficult when different departments interact; increasingly
so when these departments operate differently, have different operating proce-
dures and differing ‘operational languages’. Yet, this is often the case when it
comes to business and IT units.

Coertze and Von Solms (2015b) also share a more general cause for commu-
nication breakdown during the alignment process. This relates to information
distortion. During the alignment process, information is often passed on via
several other people before it reaches the ultimate recipient (Juiz, 2011); for ex-
ample, from a business manager to IT manager to IT staff member. The origina-
tor of the information might not know the eventual receivers’ needs, tasks, and
background. In addition, each individual along the communicative chain has
to interpret and forward the information along but, given that each individual
has his/her own mental model, the original meaning and intent of the informa-
tion might be lost. As Nichols (cited in Rollinson, 2008), for example, indicates,
the clarity and understanding of an instruction may have decreased by as much
as 80% by the time that information has progressed down or up through the
organisational hierarchy. Consequently, business and IT personnel might not re-
ceive the information they need to know, or might receive it voided of important
aspects.

It can be concluded from this section that there are a myriad reasons why
communication could break down during the business-IT alignment process.
Sometimes it is the effect of contextual factors such as management structures
or corporate culture, at other times the problem is purely personal. In particular,
it might be a lack of understanding or a disposition to the differing ‘operational
languages” among personnel. The concern here is the recurrent nature of these
causes and the fact that communication is so critical to the alignment process. If
communication is this important and it can so easily break down, then it would

seem fruitful, and even necessary, for organisations to invest time and effort
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in identifying, analysing and, ultimately, remedying the communication break-
downs. At present, however, no known approaches or techniques exist to do so
in the business-IT alignment discipline. This is in sharp contrast to other disci-
plines, such as engineering design, where so-called communication assessments

have been developed (Maier et al., 2004, 2006).

3.5 COMMUNICATION ASSESSMENT

The literature review until now has highlighted the fact that communication is
a critical antecedent to the business—IT alignment process. However, it has also
shown that it can easily fail or break down for a variety of reasons. Consequently,
many organisations could benefit from a careful assessment of the communica-
tion practices they employ in achieving adequate business-IT alignment. Given
this, this section aims to discuss communication assessments in more detail.

In the health and accounting disciplines, assessments are commonplace (Gold-
haber & Krivonos, 1977). For example, a physician assesses a patient’s health to
ascertain the information necessary to make a diagnosis. Similarly, an accoun-
tant assesses an organisation’s finances to ensure accuracy and obtain informa-
tion pertaining to profitability. In this context, an ‘assessment’ is an evaluation
of a designated process (Maier et al., 2006). Thus, a means to gain insight, to
analyse and assess the patient’s health or an organisation’s finances (D. Jones,
2002).

While uncommon, similar communication assessments do exist (Hargie &
Tourish, 2009). The concept of assessing communication in an organisation is
not a new one. The use of the phrase ‘communication assessment” was first
introduced by Odiorne (1954). Since then, a number of communication assess-
ments have come to exist for organisational communication (Hargie & Tourish,
2009; Booth, 1986; Emmanuel, 1995). A notable assessment is the communica-
tion audit developed by the International Communication Association (Goldhaber
& Krivonos, 1977).

A communication assessment is a means of analysing and assessing current
communication patterns in an organisation (Hargie & Tourish, 2009). The aim
of such an assessment is to produce a clearer understanding of how well com-
munication works and the degree to which it satisfies an organisation’s needs
(Eckert et al., 2004). Essentially, it provides an organisation with advance infor-
mation, which may prevent major communication breakdowns that limit overall

organisational effectiveness (Goldhaber & Krivonos, 1977). As such, it informs
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the organisation of symptoms of discontent. It can also act as a means to find
the root cause of communication problems (Maier et al., 2004).
Typical questions that need answering during a communication assessment

include the following (Maier et al., 2006):
¢ What is the current (‘as-is’) communication situation in the organisation?
* What is the desired (‘to-be’) communication situation in the organisation?
* What factors are influencing these situations and how do they interrelate?

* How could these interrelating factors be influenced to improve the commu-

nication situation?

A multitude of methods can be used and combined in different ways to an-
swer these questions. Authors such as Hargie and Tourish (2009), D. Jones (2002)
and many other (Porter & Roberts, 1976; Price, 1972) have described a variety
of instruments, techniques, tools and methods for assessing or auditing commu-
nication in organisations. Some of these methods include participant observa-
tion, interviews, questionnaires, critical incident analysis, experiments and focus
group sessions (Hargie & Tourish, 2009). More recently, the engineering design
discipline has employed a maturity grid-based approach (Maier et al., 2006).

While a communication assessment can evidently be performed, there are in-
herent challenges. The first challenge pertains to the complex and abstract na-
ture of communication itself. An assessment requires criteria against which a
process or an outcome is compared, yet because communication processes are
highly complex the relationship between ‘input-and-output variables” cannot be
predefined or predicted to function as a universally applicable, lasting standard
(Hargie & Tourish, 2009). Added to this, communication involves people and
people have different preferences. What works for one person might not be ap-
propriate for his or her colleagues.

There are, however, means for overcoming this. For example, if one conceives a
communication assessment as a (instantaneous) assessment based on an individ-
ual’s perception, given a certain situation, one might be able to find a way of as-
sessing communication (Maier et al., 2006). In other words, communication is not
measured against a universally applicable and unchangeable standard; instead,
the perceptions of several individuals are compared and an inter-subjective valid
assessment is derived — as established collectively by the individuals themselves.

The second challenge communication assessments face pertains to whether

communication can be controlled. The mechanistic transmission theories (see

62



3.6 CONCLUSION

§3.2.1) seem to emphasise the fact that communication processes can be con-
trolled, for example by increasing the bandwidth of a channel. However, when
viewing communication from a systemic perspective (see §3.2.4), such control
might not be possible.

While a systemic perspective on communication might propose that one can-
not control communication, it is still possible (Eckert et al., 2004). The contextual
factors influencing communication could be steered to a moderate extent. In ad-
dition, the cognitive and emotional systems of the individuals involved in the
communicative act could be altered by raising awareness and engaging the indi-
viduals in an ongoing learning process (Maier et al., 2006).

It is clear from the above that although communication assessments are less
well known they do offer a useful tool for organisations to analyse their commu-
nication processes. They are not without their challenges, however. Nevertheless,
if they are correctly developed and approached many of these challenges can be
overcome. Unfortunately, while general organisational communication assess-
ments (Goldhaber & Krivonos, 1977) and some discipline-specific assessments
(Maier et al., 2006) do exist; none exist currently that cater specifically for the
unique context and characteristics of business—IT alignment. In view of this, the
fact that communication is critical to business—IT alignment and that it can easily
break down, it would seem necessary for a communication assessment to be de-
veloped specifically for the business—IT alignment context. This then coincides

with the intent of this study.

3.6 CONCLUSION

The primary aim of this chapter was to explore communication in business—IT
alignment from a communication-theoretic perspective. To do so, it firstly gave
an overview of the different ways in which communication may be conceptu-
alised and, secondly, explored the unique characteristics of communication in
business—IT alignment. Thirdly, it investigated problems that are likely to be
associated with this communication and, lastly, examined communication as-
sessments as a possible approach or technique whereby such problems could be
identified and analysed.

This chapter reviewed different perspectives on communication to describe
how one can investigate, assess, and, ultimately, remedy communicative events.
In particular, it explored the information-centred, interaction, situational and

systemic perspectives.
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Information transmission theories and models predominantly focus on the
sender of a message’s intended meaning and how this meaning is imparted to
a receiver. A popular model within this perspective is Shannon’s (1948) theory.
However, while very applicable to electronic communication; its feasibility for
investigating human-to-human communication may be questionable.

Meanwhile, interaction-centred theories focus on the relationships and be-
haviour that occur between the sender and receiver. That is, the way in which
they interact. This usually involves looking at the signs, symbols, and gestures
used by the communicators when attempting to express meaning.

Situational theories and models focus rather on the communication context,
which influences both the information transmission and interaction. These the-
ories not only consider the directly perceivable environment but also the wider
context, such as the organisation, the nature of the team within which commu-
nication takes place, and the social background of the team members.

A systemic perspective, based on GST (Bertalanffy, 1968) and sociological sys-
tems theory (Luhmann, 1986), integrates the three aforementioned information,
interaction, and situational perspectives. By adopting this perspective, it is possi-
ble to understand better the various individual factors and elements that define
a communicative event; particularly because the information, interaction, and
situation are considered in terms of the larger system in which they operate, as
opposed to a narrower view. Consequently, the focus shifts to co-ordination and
mutual understanding between the communicators (Taylor et al., 1996) — a view
adopted in this thesis.

Adopting a systemic perspective on communication has several implications
for this thesis. It implies that one may consider the alignment process to be a “so-
cial system” of which communication forms part. It also implies that this process
is influenced by both internal and external factors and constraints. However, the
external factors only partially account for the behaviour and practices displayed
by the business and IT personnel (or the individual communicators), since they
operate according to their own cognitive and emotional systems. Accordingly,
the priority becomes how one can influence the internal factors relating to the
communicators to improve their personal behaviour, given that the external fac-
tors and constraints can only be managed to a moderate extent.

By adopting the systemic perspective, the chapter next explored and discussed
the unique characteristics pertaining to the business—IT alignment context. It
showed that while some characteristics are universally applicable to all processes

in organisations, the interrelationship among business and IT personnel during
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the alignment process affords an exclusive backdrop, and that this presents sev-
eral specific challenges. If these challenges are not adequately addressed then
naturally communication breakdowns could come to exist.

Consequently, given that business—IT related communication is important and
can easily break down, the chapter argued that it would seem necessary for
organisations to invest time and effort into identifying, analysing and, ultimately,
remedying communication breakdowns. However, as highlighted in this chapter,
at present no known approaches or techniques are available for the business—
IT alignment discipline. This is in sharp contrast to other disciplines such as
engineering design (Maier et al., 2004, 2006; Eckert et al., 2004).

On this basis, the chapter concluded by sharing evidence to show that a com-
munication assessment could be one approach for analysing business-IT related
communication. In fact, it showed that such assessments have become common-
place in other disciplines such as organisational communication (Hargie & Tour-
ish, 2009). Unfortunately, currently no assessments exist that cater specifically for
the unique context and characteristics of business—IT alignment. Thus, this thesis
proposes to devise such a communication assessment for business-IT alignment
in the form of an assessment method.

The next chapter marks the start of the third part of this thesis, namely, the
design and development of the assessment method. It will provide a high-level
overview of the methodology followed in this study and will discuss, in partic-
ular, the philosophical considerations that influenced the choice of the research
paradigm and the methodologies, as well as the specific research process and

research methods employed.
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Part III

DESIGN AND DEVELOPMENT



METHODOLOGY

“Every discourse, even a poetic or oracular sentence, carries with it a system of rules for

producing analogous things and thus an outline of methodology.”

— Jacques Derrida (BrainyQuote, 2015€)

The literature review outlined in chapters 2 and 3 has found that communication among
business and IT personnel is critically important during the business—IT alignment pro-
cess; however, it can easily break down if not adequately addressed. Therefore, it would
seem necessary for organisations to invest time and effort into identifying, analysing
and, ultimately, remedying business—IT related communication breakdowns. Unfortu-
nately, owing to a lack of approaches, methods and tools, such a process remains a bur-
den for organisations. Accordingly, the literature review identified a relevant business
problem, which warrants solving. This thesis therefore proposes to devise a method for
assessing communication in business—IT alignment. In view of this, this chapter provides
a high-level overview of the methodology followed in this study to devise the proposed
assessment method.

4.1 INTRODUCTION

The literature review outlined in chapters 2 and 3 identified a business problem
relating to the way modern-day organisations have to ensure adequate communi-
cation among their business and IT personnel in order to attain sound business—
IT alignment. The problem is that there is a lack of approaches, methods and
tools by means of which organisations may capture, assess and ultimately im-
prove the communication practices between these personnel (Coughlan et al.,
2005). Without such aids, they are likely to continue experiencing communi-
cation difficulties and may have no way of identifying, analysing or remedy-
ing their communication-related problems (B. Campbell et al., 2005; Cybulski &
Lukaitis, 2005).

The previous chapter alluded to the fact that a communication assessment
(Odiorne, 1954) could offer an approach whereby modern-day organisations
may analyse their business-IT related communication practices (see §3.5). In

fact, such assessments have become commonplace in other disciplines such as
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organisational communication (Hargie & Tourish, 2009) and engineering design
(Maier et al., 2004; Eckert et al., 2004). Unfortunately, no assessment currently ex-
ists that caters specifically for the unique context and characteristics of business—
IT alignment. Thus, a proposal was made to devise a method for assessing com-
munication in business-IT alignment. Such a method would take the form of a
communication assessment.

Before developing the method to assess communication in business-IT align-
ment, it is necessary to explore the philosophical and methodological assump-
tions and considerations held by the author of this thesis; in particular since this
will help to explain the reason why a certain research paradigm and process was
selected and specific research methods were employed (Gaffikin, 2008). This is
important, since different philosophical and methodological assumptions may
produce dissimilar outcomes (Saunders, Lewis, & Thornhill, 2007).

Accordingly, the primary aim of this chapter is to provide a high-level overview
of the methodology followed in this study in order to devise the proposed as-
sessment method. To do so, three objectives are formulated: firstly, to discuss
the philosophical assumptions and considerations that influenced the choice of
the research paradigm; secondly, to argue for and examine the specific research
paradigm selected for this study, namely, design science; and thirdly, to intro-
duce the specific research process employed®.

These and related issues will be discussed in more detail in this chapter as
follows: Firstly, the chapter outlines the philosophical assumptions held by the
author of this thesis that led to the choice of research paradigm (§ 4.2). Secondly,
it argues for and examines the specific research paradigm selected for this the-
sis, namely design science (§4.3). Finally, it outlines the actual research process
employed (§4.4). These issues will be summarised and conclusions drawn at the
end of the chapter (§4.5).

Note that this chapter lays the philosophical and methodological foundation
on which a method for assessing communication in business—IT alignment will

be developed in later chapters.

4.2 RESEARCH PHILOSOPHY

Graziano and Raulin (2000) state that ‘research’ is a systematic search for infor-

mation. Essentially, it is a process of inquiry. Yet, this process does not occur

The research methods, techniques, and procedures used in the research process are discussed
in the chapters to which those methods, techniques, and procedures apply. Hence, they do not
feature in this chapter.
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within a vacuum (Saunders et al., 2007) but, instead, is influenced and affected
by the researcher’s own worldview or philosophy (Sobh & Perry, 2006). This, in
turn, will influence both the choice of research paradigm and, ultimately, the re-
search methods employed (Gaffikin, 2008). Consequently, Crotty (2003) indicates
that it is important for all researchers, prior to starting the process of inquiry, to
delineate their philosophical assumptions. This then coincides with the aim of
this section, which attempts to outline the specific philosophical view held by
the author of this thesis.

From a philosophical point of view, it may be argued that two main philosophi-
cal paradigms exist, namely, (logical) positivism and phenomenalism, also called
phenomenology (Easterby-Smith, Thorpe, & Lowe, 1991). These philosophical
paradigms are best viewed as two extremes of a continuum (see Figure 4.1).
From the positivist extreme, reality is viewed as a concrete structure, whereas
from the phenomenological extreme, it is viewed as a projection of the human
imagination (Collis & Hussey, 20009).

Positivism . . Phenomenology
(Quantitative) Approach to social sciences (Qualitative)
Reality as a Reality as a Reality as a Reality as arealm Reality as asocial  Reality as a
concrete concrete process  contextual field of symbolic construction projection of
structure of information discourse human
imagination

Figure 4.1. Typology of Assumptions on a Continuum of Paradigms (G. Morgan & Smir-
cich, 1980)

Positivism originated in the natural sciences and stresses the belief that social
reality is singular, objective and unaffected by the investigation of it (Collis &
Hussey, 2009). Those holding this philosophical view generally hold that only
observable and measurable phenomena are valid knowledge (Myers, 1997). As
such, they aim to test theories deductively and gain quantitative, or ‘objective’,
data (Creswell, 2007). This is, however, in sharp contrast to phenomenalism.

Whereas positivism considers social reality as objective and external to the
researcher, phenomenalism interprets reality as a social construction and, essen-
tially, as a projection of human imagination (G. Morgan & Smircich, 1980). There-
fore, the latter views reality as inherently subjective and tied to the researcher’s
own observations and interpretations (Collis & Hussey, 2009). As D. Johnson
(1975) states, phenomenalism emphasises theory grounded in empirical observa-
tions, which take account of the subjects” meaning and interpretational systems
to explain by understanding. Consequently, those practising phenomenalism ac-
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knowledge the subjective nature of the human doing the research and do not aim
to remain external to the research phenomena but instead try to immerse them-
selves within it (Myers, 1997). As such, the focus shifts from measurable results
to interpretation; and ultimately from quantitative to qualitative data collection
(Creswell, 2007).

While positivism and phenomenalism are popular philosophical paradigms,
Collis and Hussey (2009) explain that few researchers today operate purely ac-
cording to either one. Instead, many combine elements of both to take a broader
and often complementary view of the research phenomenon. As such, several in-
termediary philosophical paradigms have come to exist, which operate between
the extremes of positivism and phenomenalism (G. Morgan & Smircich, 1980);
that is, they are neither overly positivist nor phenomenological in nature (see
Figure 4.1).

Creswell (2007) shares several examples of such paradigms, which combine

elements of both positivism and phenomenalism. These include, among others:

 Post-positivism. This is mainly a scientific approach and the researcher will
likely view inquiry as a series of logically related steps. This research
usually espouses rigorous methods of data collection and analysis. Post-
positivist approaches strongly resemble quantitative research.

o Constructivism (interpretivism). In this form of research, subjective mean-
ing is formed through interaction with others. Rather than starting with a
theory (as in post-positivism), inquirers typically generate or inductively
develop a theory or pattern of meaning. These researchers often address
processes of interaction among individuals. Subsequently, their own inter-
pretations shape their findings.

* Advocacy/participatory. This research typically contains an action agenda
that might change the lives of participants. Action research as a methodol-
ogy is probably the best-known example of work in this paradigm.

* Pragmatism. This philosophy began in the United States around 1870. In-
stead of focusing on reality itself, pragmatism contends that most philo-
sophical topics (such as the nature of knowledge, language, concepts, mean-
ing, belief, and science) are all best viewed for their practical uses and suc-
cesses. In other words, researchers practising pragmatism focus less on the
specific methods employed and rather draw attention to the outcomes of

research. To this extent, pragmatic researchers are not limited to using sin-
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gle research methods, but instead often employ multiple methods in order
to answer the research question(s) in the best way possible.

From the above paradigms and philosophies, it should be clear that research
can be approached from a variety of different philosophical assumptions (G.
Morgan & Smircich, 1980). Some of these have strong empirical grounding (e.g.,
post-positivism), while others may be more interpretive (Creswell, 2007). It is
even possible for researchers to use elements from different paradigms. As Collis
and Hussey (2009) explain, most researchers today prescribe to an intermediary
paradigm that is neither strictly positivist nor phenomenological in nature. This
is also true for this study.

This study aims to develop a method whereby organisations can assess the
communication practices that take place among their business and IT person-
nel, as part of business—IT alignment. Accordingly, the study intermittently sub-
scribes to a view where reality is derived from the transmission of information,
thus leaning toward the positivist paradigm (G. Morgan & Smircich, 1980), as
noted in Figure 4.1. However, the study also accepts the view that the world is a
social construction, sustained through a process of human action and interaction.
The latter approach is predominantly phenomenological (G. Morgan & Smircich,
1980) and is particularly evident when this study addresses the perceptions and
expectations of business and IT personnel pertaining to communication between
them. Thus, the research philosophy held by this study may best be defined as
‘pragmatism’ (Burrell & Morgan, 1979; P. Johnson & Duberley, 2000).

In holding a “pragmatic’ viewpoint, this study prescribes to neither a strict
positivist nor a strict phenomenological viewpoint (Creswell, 2007). Instead, it
focuses on the practical use, output, and success of the method being developed
to assess communication in business-IT alignment. To this extent, the study em-
ploys a research paradigm and research methods not for their quantitative or
qualitative nature, but rather in that they are appropriate for the specific context
and the outcome sought (Dalsgaard, 2014, Hovorka, 2009). That is, the study
applies the research paradigm and methods that were chose because they are
suitable for use in information systems (IS) research and because they cater for

the development or design of an assessment method.

4.3 RESEARCH PARADIGM

The research philosophy held by the author of this study, as discussed in the

previous section, carries its own implications for the selection of the research
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paradigm. In particular, the philosophy of ‘pragmatism” dictates that a research
paradigm be selected for its suitability in accommodating the unique context of
the study and facilitating the development or design of an assessment method
(Dalsgaard, 2014).

The main aim of this study is to contribute to resolving the business prob-
lems experienced by organisations when addressing the communication aspect
of business-IT alignment. This contribution takes the form of an assessment
method. In view of this, the study operates at the intersection of information
systems (IS), information technology (IT) and the management disciplines, better
known as management information systems (MIS).

Hevner et al. (2004) state that only one of two paradigms can be used for
such research, namely, behavioural science or design science. Since this study
attempts to develop, or design, a socio-technical artefact, the paradigm of de-
sign science is, according to Peffers et al. (2007) and supported by Hevner et
al. (2004), ideally suited to it. This argument finds further support from both
Hevner et al. (2004) and March and Smith (1995) who argue that methods (al-
gorithms and practices) are valid artefacts® to be produced by design science
projects. Moreover, design science, as conceptualised by Simon (1996), also sup-
ports a pragmatic research philosophy — as is used in this study.

Given the argument for the design science paradigm, this section now aims
to explore it in more detail. In particular, it will firstly offer a brief overview of
the design science paradigm (§ 4.3.1). Secondly, given that the paradigm dictates
the creation of an artefact, it will explore what such an artefact is and explain
how it applies to this study (§ 4.3.2). Thirdly, it will argue for and elaborate on a
method as a valid artefact (§ 4.3.3) and, finally, it will give evidence for the way
such a said method could make a scientific contribution (§ 4.3.4). The last two
points are particularly important since this study aims to design and develop an

assessment method for business—IT alignment.

4.3.1  Design Science Paradigm

The design science paradigm shares its origins with Simon’s seminal work The
sciences of the artificial (Simon, 1996) and Cross’s Design science research: Developing
a discipline (Cross, 2001). Both authors maintain that design science attempts to

Design science uses the term ‘artefact’ to describe something that is artificial, or constructed
by humans, as opposed to something that occurs naturally. Such artefacts must improve upon
existing solutions to a problem or perhaps provide a first solution to an important problem (see

§4.3.4).
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create things that serve human purpose. Peffers et al. (2007) continue by stating
that design science concerns itself with creating artefacts that solve organisa-
tional (real-world) problems.

Design science follows a specific research process in which key steps lead the
researcher’s actions (Hevner et al., 2004; Peffers et al., 2006). What distinguish
design science from other paradigms are the key steps in the research process,
namely, those of artefact design and feasibility evaluation. Therefore, the de-
sign science paradigm comprises research performed by creation, or design — in
this case, the creation or design of an assessment method for communication in
business—IT alignment.

BrainyQuote (2015c) states that design is “a plan for arranging elements in
such a way as to best achieve a particular purpose”. This corresponds with the
task of management in an organisation, which is to best arrange elements to
accomplish the organisational goals and purposes (Hevner & Chatterjee, 2010).
Hence, in agreement with Eames, design is fundamental to the management
disciplines (Simon, 1996).

Managers are understandably concerned with questions such as “Why do
some investments in business systems and organisational structures not result
in an improvement in firm performance?” and “What investments will do so?”
(Brotby, 2008). The former is a theory-based, cause-related question. The latter is
a design-based, problem-solving question (Simon, 1996). Thus, two complemen-
tary, yet distinct, paradigms produce knowledge for the management disciplines.
These include the behavioural sciences and the design sciences (Hevner & Chat-
terjee, 2010).

This study, in accordance with information systems (15), is concerned with how
information technology (IT) intersects with organisations and how their manage-
ment can ensure alignment between it and the business objectives, systems and
processes. Therefore, it operates on the premise of the design science paradigm
by aiming to produce an artefact that organisations can use to change the com-
munication practices that currently exist between their business and IT person-
nel into preferred practices. Hence, it views design as involving an explicit and

intentional effort to improve the organisation on a specific criterion.

4.3.2 IT Artefacts in Design Science

Traditionally, the information systems (IS) discipline and design science paradigm

have been concerned with designing and developing artefacts that use IT and
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are applied to organisations and society in general (Hevner et al., 2004). Unfor-
tunately, the notion of an IT artefact often remains ill-defined and ambiguous in
the modern literature (Alter, 2003). Added to this, different authors may view
IT from varying perspectives (Orlikowski & Iacono, 2006). Moreover, this study
also operates within the management and audit disciplines, adding a further
perspective to consider. Thus, some clarification is required.

This study aims to produce an artefact to assist organisations in (self-) assess-
ing and ultimately improving the communication practices that occur between
their business and IT personnel as part of the business-IT alignment process.
Hence, the focus is on producing a socio-technical artefact, which could result
in interventions being made in the organisation’s social system.

Although this might seem contradictory to the IS discipline and design science
paradigm, it is still valid (Orlikowski & lacono, 2006; Gregor & Hevner, 2013)
because this study invokes IT “in context”. In particular, the study treats IT
as the context, the motivation, and the background against which it examines
the business—IT alignment process and its supportive requirement for adequate
communication.

Therefore, while other disciplines have already investigated and attempted to
assess communication, the communication and alignment issues related to IT dif-
fer from those of other disciplines and functional areas (Van Grembergen & De
Haes, 2009). Nevertheless, it might prove useful to ‘exapt’3 known solutions and
theories already in use by these disciplines and functional areas to the business—
IT alignment discipline (Gregor & Hevner, 2013). This is something this study

aims to achieve when developing the assessment method (see §4.3.4).

4.3.3 Methods as Valid IT Artefacts

The previous section has explained that this study aims to produce a socio-
technical artefact that organisations can use to (self-) assess and ultimately im-
prove the communication practices between their business and IT personnel.
This artefact will take the form of a method.

March and Smith (1995), in a widely cited paper, propose that methods are
among four different types of socio-technical artefact that a design science re-

search project could produce. Other artefacts include constructs (vocabulary and

The term ‘exapt’, in biological evolution, refers to the adaptation of a trait for a purpose other
than its original purpose. The classic example, featured in Gould and Vrba (1982), is the exap-
tation of bird feathers to the purposes of flight from the original purported purposes of bodily
temperature regulation.

74



4.3 RESEARCH PARADIGM

symbols), models (abstractions and representations) and instantiations (imple-
mented and prototype systems).

A method, as defined by March and Smith (1995), is a set of steps (an algo-
rithm or guidelines) that can be used to perform a specific task. As Tomhave
(2005) similarly states, methods are targeted constructs that define specific prac-
tices, procedures and rules for the implementation or execution of a specific
task or function. Such methods are typically based on a set of underlying con-
structs (elements) and a representation (model) of the solution space. Although
they may not be explicitly articulated, representations of tasks and results are
intrinsic to methods. Methods can also be tied to particular models in that the
steps take parts of the model as input. Furthermore, methods are often used to
translate from one model or representation to another in the course of solving a
problem.

These definition(s) and characteristics have distinct implications for this study.
Firstly, this implies that the assessment method being developed will consist of
a set of steps for assessing communication among business and IT personnel, as
part of business—IT alignment. Secondly, this method will have to be based on
a set of underlying elements; that is, factors that influence business-IT related
communication will need to be identified and incorporated into the assessment
process. Thirdly, the method will also need to be built on a model that is repre-
sentative of business—IT alignment and communicative contexts.

Taking the above into account, a method would seem to be a valid socio-
technical artefact to be produced by a design science project (Hevner et al., 2004;
March & Smith, 1995), especially because design science research stresses prob-
lem solving (Simon, 1996). However, a method’s development or design does
have distinct implications; in particular, it warrants that both underlying ele-
ments and a representation (model) of the solution space be prepared (March
& Smith, 1995). If these aspects are successfully addressed and a method devel-
oped that facilitates a more effective (or even only) way of achieving a result (in
this case, assessing communication within business-IT alignment), that method

would make a valuable contribution (Hevner & Chatterjee, 2010).

4.3.4 Types of Contribution

It has been established that methods can be classified as valid socio-technical
artefacts to be produced by design science projects (Hevner et al., 2004; March &
Smith, 1995). That said, such methods or, any of the other valid socio-technical
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artefacts, could offer differing contributions to the academic and practitioner
communities.

Gregor and Hevner (2013) propose that design science projects could make
one of four contributions. To support this, they have developed a contribution
framework (see Figure 4.2). This comprises a 2 x 2 matrix consisting of four quad-
rants, namely, invention, routine design, improvement, and exaptation. What
differentiate these quadrants are the maturity of the problem context (x-axis),
and the current maturity of artefacts that exist as potential starting points for
solutions to the research question (y-axis).

A |
Improvement: Develop | Invention: Invent new
2 new solutions for known | solutions for new
E problems | problems
S [
o
o, a — Research Opportunity | Research Opportunity
= E and Knowledge | and Knowledge
; % Contribution | Contribution
=]
Q< |
2 | o _______ o
g S |
= gﬁ Routine Design: Apply | Exaptation: Extend
= N known solutions to | known solutions to new
SR known problems | problems (e.g., adopt
S =) | solutions from other
§ = No Major Knowledge | fields)
T Contribution |
~ | Research Opportunity
| and Knowledge
| Contribution
High Low

Application Domain Maturity
(How Well the Problem Space is Known)

Figure 4.2. Design Science Research Contribution Framework (Gregor & Hevner, 2013)

The invention quadrant is reserved for artefacts that can be described as rare
and that make a radical breakthrough. They are new solutions for new problems.
Inventions are rare and research in this quadrant is typically associated with little
understanding of the problem context and no effective artefacts being available
as solutions.

The routine design quadrant caters for the use of existing artefacts that to ad-
dress a known opportunity or question. Gregor and Hevner (2013), supported
by Simon (1996), state that routine design by itself would seldom be considered
as a research contribution, since such designs rarely require research methods to
solve the given problem. Instead, for knowledge contributions to be considered
significant research contributions, they have to be judged as significant with re-
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spect to the current state of knowledge in the research area (and be considered
interesting).

The goal of design science research in the improvement quadrant is to create
better solutions in the form of more effective and efficient products, processes,
services, technologies or ideas. Within this quadrant, researchers will typically
draw from a deep understanding of the problem environment to build innova-
tive artefacts as solutions to important problems. The challenge, however, lies in
demonstrating that the improved solution(s) genuinely advances existing knowl-
edge.

The final quadrant, exaptation, refers to design science research where artefacts
required in a specific field are not available or are suboptimal, although effective
artefacts exist in related problem areas that may be adapted or, more accurately,
‘exapted’ to the new problem context. In this quadrant are contributions where
design knowledge that already exists in one field may be extended or refined
so that it can be used in some new application area. Gregor and Hevner (2013),
however, warn that a key requirement of this quadrant is that the researcher
needs to demonstrate that the extension of the existing artefact(s) into the new
tield is non-trivial and interesting. That is, the new field must present some
particular challenges that were not present in the originating field in which the
technique or artefact has already been applied.

Taking Gregor and Hevner’s (2013) framework into account, the method be-
ing developed in this study can best be placed within the exaptation quadrant
(see shaded-area in Figure 4.2). No known methods exist currently within the
business—IT alignment discipline that allow organisations to (self-) assess and
ultimately improve the communication practices between their business and IT
personnel. However, as chapter 3 concluded, methods do exist to achieve sim-
ilar assessments within other disciplines. For example, a maturity grid-based
assessment approach has been developed in the engineering design discipline to
address communication issues (Maier et al., 2004, 2006). Other methods such as
communication diaries and interviews have also been established in the organi-
sational communication discipline (Hargie & Tourish, 2009).

The intention of this study, is thus to ‘exapt” a known artefact to the business—
IT alignment discipline — in particular, the maturity grid-based assessment ap-
proach that has been mentioned. This would seem to be viable since although
the engineering design discipline does share some commonality with business—

IT alignment, the communication and alignment issues related to IT are different.
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In addition, both the context of communication and the unique characteristics of
the individual communicators are also likely to be dissimilar (see Chapter 3).

Taking all the above into consideration, this research project, in adhering to
the author’s ‘pragmatic” philosophy, will be conducted according to the design
science research paradigm; that is, since it is suitable for the unique context of
this research and accommodates the development or design of a socio-technical
artefact — in this case, a method. In operating on the premise of design sci-
ence (Hevner & Chatterjee, 2010), this research aims to produce an assessment
method, which organisations will be able to use to assess and change the commu-
nication practices that currently exist between their business and IT personnel
into preferred practices.

While a method such as that envisaged in this research is not a valid research
contribution in the natural sciences, it is appropriate for a design science project
(March & Smith, 1995). This is further supported by the fact that this research
aims to ‘exapt’ a known artefact from another discipline to business-IT align-
ment. In doing so, Gregor and Hevner (2013) propose that a research contribu-
tion may be made; however, this contribution would still be dependent on the
successful execution of a suitable, robust and rigorous research process (Hevner
& Chatterjee, 2010).

4.4 RESEARCH PROCESS

The previous sections presented an outline of the philosophical assumptions
held by the author of this thesis. Accordingly, it became evident a research
paradigm had to be chosen for its suitability in the business—IT alignment con-
text thus facilitating the development and design of an assessment method. Sub-
sequently, the design science paradigm was chosen. This paradigm offers char-
acteristics that support a research contribution to be made by this study (Gregor
& Hevner, 2013), although, such a contribution would still be dependent on the
successful application and execution of an appropriate research process (Hevner
& Chatterjee, 2010). In light of this, this section now examines the specific re-
search process that this study adopted and implemented.

In the literature on the design science paradigm, several research processes
have been proposed over the years. Initial research processes, such as that pro-
posed by Nunamaker and Chen (1990), closely matched the system development
process. Here the research process was seen as consisting of five stages: concep-

tual design, constructing the architecture of the system, analysing the design,

78



4.4 RESEARCH PROCESS

prototyping, and evaluation. While these processes catered for technical arte-
facts, such as the construction of data warehouses and computation algorithms,
they did not accommodate artefacts that tended to be socio-technical. There-
fore, Vaishnavi and Kuechler (2007a, 2007b) later proposed a process that was
specifically geared to design science research. In particular, they explicated the
knowledge generated in design efforts and applied the cycle directly to design
science. Their research process consisted of awareness of the problem, sugges-
tion, development, evaluation, and conclusion.

Given the widespread availability and use of differing research processes in
design science research, Peffers et al. (2006) found that a commonly accepted pro-
cess for carrying out design science research was lacking in academia. Without
such a framework, they posited that researchers, readers, and reviewers would
struggle to recognise and evaluate design science research. Consequently, Peffers
et al. (2006) proposed and developed a design science research process (DSRP),
which was later incorporate into a methodology (Peffers et al., 2007).

Unlike the prior research processes, theirs was specifically built on the expec-
tations and guidelines of leading design science authors (Hevner et al., 2004;
March & Smith, 1995). Moreover, by using case analysis they also showed that
their proposal matched those methods and processes of existing and success-
ful design science projects. Therefore, they argued that by using their proposal
a researcher could uphold sufficient academic rigour and ensure scientific con-
tribution (Peffers et al., 2007). In addition, they would also be adhering to the
foundation and guidelines of design science research, as stipulated by Hevner et
al. (2004). Given these facts, this study opts to use their proposal as the overarch-
ing research process in developing the assessment method as the main research
contribution.

Since this study will make use of Peffers et al.’s (2006) research process, this
section now aims to explore it in more detail. In particular, it will firstly offer a
brief overview of the research process itself (§4.4.1) and, secondly, explain how
it has been adopted and applied in this study (§ 4.4.2).

4.4.1  Design Science Research Process (DSRP)

Peffers et al. (2006) propose that the design science research process (DSRP) com-
prises six steps (see Figure 4.3). These steps include:

1. problem identification and motivation
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2. definition of the objectives for a solution
3. design and development

4. demonstration

5. evaluation, and

6. communication.

During the first step, problem identification and motivation, researchers are tasked
with defining the specific research problem their research is addressing and jus-
tifying the value of a solution. According to Peffers et al. (2006), justifying the
value of a solution accomplishes two things. Firstly, it motivates the researcher
and the audience of the research to pursue the solution and to accept the re-
sults and, secondly, it helps to understand the reasoning associated with the
researcher’s understanding of the problem. Resources required for this activity
include knowledge of the state of the problem and the importance of its solution.
Both are typically addressed through literature reviews or empirical findings
from case studies.

The second step, definition of the objectives for a solution, involves inferring the
objectives of a solution from the problem definition and knowledge of what is
possible and feasible. These objectives could take different forms, but most often
are quantitative or qualitative in nature. That is, they are expressed in either how
a desirable solution would be better than current ones or how a new artefact is
expected to support solutions to problems not hitherto addressed. Peffers et al.
(2006) state that the resources required for this typically include knowledge of
the state of problems and current solutions, if any, and their efficacy. This also
relates closely to Gregor and Hevner’s (2013) contribution framework, discussed
earlier (see §4.3.4).

The third step, design and development, signifies the most critical aspects of any
design science project; that is, the actual creation of the artefact(s). As mentioned
earlier, such artefacts could be in the form of constructs, models, methods or in-
stantiations (March & Smith, 1995). According to Peffers et al. (2006) this activity
includes determining the artefact’s desired functionality and its architecture and
then creating the actual artefact. Often theories, modelling, and argumentation
accompany this step.

Next, the process might vary from a single act of demonstration to prove that
the idea works to a more formal evaluation of the developed artefact. In some

cases, both of these steps are included.
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If warranted, the fourth step, demonstration, requires that researchers demon-
strate the use of the artefact in solving one or more instances of the problem.
According to Peffers et al. (2006), this could involve the use of experimentation,
simulation, case study, proof or other appropriate activities.

The fifth step, evaluation, involves observing and measuring how well the arte-
fact supports a solution to the problem. Often this entails comparing the objec-
tives of a solution (step 2) with the actual observed results from the use of the
artefact in the demonstration (step 4). A variety of different methods could be
employed to achieve this, depending on the nature of the artefact. In case of a
technical artefact, relevant metrics and analysis techniques could be employed;
for socio-technical artefacts, argumentation and triangulation are more typical.

It is important to note, however, that at the end of these activities, the re-
searcher may decide to iterate back to step three to try to improve the effective-
ness of the artefact. Otherwise, s/he may continue on to communication and leave
further improvement to subsequent projects. As Peffers et al. (2006) indicate, the
nature of the research may dictate whether such iteration is feasible or not. In
case of proof-of-concept research, such iterations might be unwarranted if the
demonstration and/or evaluation showed enough promise (Hevner, 2007).

Irrespective of iteration, once the researcher is satisfied with the artefact and
its utility, quality and efficacy, it has to be communicated. This final step, commu-
nication, is strongly supported by Archer (cited in Cross, 2001) and Hevner et al.
(2004). In particular, design science projects must contribute to the body of aca-
demic and practitioner knowledge. Therefore, the problem and its importance,
the artefact, its utility and novelty, the rigour of its design, and its effectiveness
to researchers and other relevant audiences must be communicated appropri-
ately. Typical means to achieve this include the writing up of a thesis, scholarly
publications, and patents (if applicable).

To conclude, several research processes exist that could be adopted and used
to perform design science research (Hevner & Chatterjee, 2010). This study opts
to use Peffers et al.’s (2006) design science research process (DSRP), since it was
built on the expectations and guidelines of leading design science authors; more-
over by use of case analysis it was shown to match the methods and processes of
existing and successful design science projects. The process suggests that a de-
sign science project, such as this study, will need to address six steps successfully
if a valid contribution is to be made. Having said that, Hevner and Chatterjee
(2010) nevertheless warn that these steps are only valuable if they can be applied
appropriately to the specific design situation and problem context of a research
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project. Consequently, they caution researchers to take care when adopting and
applying this process.

4.4.2  Application of the Design Science Research Process (DSRP)

The previous section delineated the design science research process (DSRP), as
proposed by Peffers et al. (2006). As stated earlier, this study opts to use this
process in developing a method for assessing communication in business—IT
alignment, owing to its theoretical foundation and widespread applicability. In
light of this, and the fact that the process is only valuable in its appropriate
application, this section now explains how this study adopted it.

This study fulfilled the steps of the design science research process (DSRP) as
follows (see Figure 4.4):

1. Problem identification and motivation (step 1). To identify a relevant business
(real-world) problem and substantiate its resolution, this study conducted
a literature review. Accordingly, the study consulted relevant works on
information technology (IT), business—IT alignment, and the social aspects
related thereto (see chapters 2 and 3).

2. Objective of the solution (step 2). During the literature review, the study
consulted works to explore modern theories, existing strategies and ap-
proaches whereby organisations can assess communication in business—IT
alignment (see Chapter 3). It paid specific attention to the different per-
spectives for assessing communication, and the various techniques used in

other disciplines to investigate communication-related problems.

3. Design and development (step 3). The artefact that this study developed is a
method to help organisations (self-) assess and identify areas for improv-
ing the communication practices that exist between their business staff
and their IT personnel (see Chapter 5). This method has been called the
‘Communication Alignment Maturity Improvement (CAMI) method’. In de-
veloping the method, specific attention was paid to different assessment
approaches, the requirements for an assessment, what factors need to be
assessed and, ultimately, how a viable method could be created.

4. Demonstration (step 4). To demonstrate the use of the method, this study
tield-tested the method in a public sector organisation (see Chapter 6). This

organisation was selected using convenience sampling.
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4.5 CONCLUSION

5. Evaluation (step 5). The study evaluated the method before, during and
after field-testing to discover the effectiveness and efficiency with which it
contributed to resolving the business problem (see Chapter 7). The study
used member validation, triangulation, and observations for this purpose.

6. Communication (step 6). The study communicated the initial literature find-
ings and arguments in a conference paper (Coertze & Von Solms, 2015b). In
addition, the method, its construction, and demonstration were captured in
a journal paper, which was submitted to the MIS Quarterly journal (Coertze
& Von Solms, 2015a). The assessment report generated during field-testing
was also communicated to the public sector organisation. This thesis will

also be available electronically on the authoring institution’s website.

In conclusion, this study makes use of the research process that Peffers et
al. (2006) established in the design science discipline, since it is widely applica-
ble and matches the general principles, processes, and methodologies proposed
by various leading design science authors (Hevner et al., 2004; March & Smith,
1995). While the design science paradigm already facilitates a contribution to
be made by this study (Gregor & Hevner, 2013), this would be dependent on
the successful execution of the research process. As this section has shown, all
the necessary steps (six in total) of Peffers et al.’s (2006) design science research
process (DSRP) have been adequately planned and addressed. Consequently, this
study should uphold sufficient academic rigour and ensure a scientific contribu-

tion (Peffers et al., 2007).

4.5 CONCLUSION

The primary aim of this chapter was to provide a high-level overview of the
methodology that was followed in this study to devise the assessment method.
To do so, it firstly discussed the philosophical assumptions and considerations
that influenced the choice of the research paradigm. Secondly, it argued for and
examined the specific research paradigm selected for this study, namely, design
science and, thirdly, introduced the specific research process employed.

This chapter reviewed different philosophical paradigms and, in so doing, it
became clear that research could be approached from two differing viewpoints
— (logical) positivism and phenomenology. While both are popular, Collis and
Hussey (2009) explain that few researchers today operate purely according to
either one. Instead, elements of both are combined to take a broader and often
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complementary view of the research phenomenon. Some of these intermediary
paradigms have a strong empirical grounding (i.e., post-positivism), while others
might be more interpretive (Creswell, 2007). This is also true of this study.

Given the aim of this study, it intermittently subscribes to the view that reality
is derived from the transmission of information. Hence, it leans toward the pos-
itivist paradigm (G. Morgan & Smircich, 1980), as noted in Figure 4.1. However,
the study also accepts the view that the world is a social construction sustained
through a process of human action and interaction. The latter approach is phe-
nomenological (G. Morgan & Smircich, 1980) and is particularly evident when
this study addresses the perceptions and expectations of business and IT per-
sonnel pertaining to the communication that takes place among them. Thus, the
research philosophy held by this study could best be defined as ‘pragmatism’
(Burrell & Morgan, 1979; P. Johnson & Duberley, 2000).

In holding a ‘pragmatic’ viewpoint, the chapter delineated that this study
prescribes to neither a strict positivist nor a strict phenomenological viewpoint
(Creswell, 2007). Instead, it focuses on the practical use and success of the method
being developed to assess communication in business—IT alignment. To this ex-
tent, the chapter explained that the study employs a research paradigm and
research methods that are appropriate for the specific context and the outcome
sought (Dalsgaard, 2014; Hovorka, 2009). That is, it employs the selected research
paradigm and methods because they are suitable for use in information systems
(IS) research and cater for the development or design of an assessment method.

The chapter next examined the research paradigm. Hevner et al. (2004) state
that only one of two extant research paradigms, that is, behavioural science or
design science, can be used in information systems (IS) research,. Since this study
attempts to develop, or design a socio-technical artefact, the paradigm of design
science was ideally suited, according to Peffers et al. (2007) and supported by
Hevner et al. (2004). This argument is further support in that both Hevner et al.
(2004) and March and Smith (1995) argue that methods (algorithms and prac-
tices) are valid artefacts to be produced by design science projects. Moreover,
design science, as conceptualised by Simon (1996), also supports a pragmatic
research philosophy — as is used in this study.

In adopting the design science paradigm, the chapter identified several re-
search processes that could be adopted and used in this study. However, an
argument was made for Peffers et al.’s (2006) design science research process
(DSRP), since it is built on the expectations and guidelines of leading design sci-

ence authors. Moreover, case analysis has shown that it matches the methods and
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processes of existing and successful design science projects. The process chosen
suggests that a design science project, such as this study, needs to address six
steps successfully if a valid contribution is to be made. These steps include the
problem identification and motivation; definition of the objectives for a solution;
design and development; demonstration; evaluation; and communication.

Hevner and Chatterjee (2010) warn that these steps are only valuable if they
can be applied appropriately to the specific design situation and problem con-
text of a research project. Consequently, this chapter concluded by providing
evidence to suggest that all the steps in Peffers et al.’s (2006) design science re-
search process (DSRP) were adequately planned and addressed in the current.
Consequently, this study maintains sufficient academic rigour and ensures a sci-
entific contribution (Peffers et al., 2007).

Having provided a high-level overview of the methodology followed in this
study, the next chapter will turn to the design and development of the actual arte-
fact. That is, the development of the assessment method for business-IT align-
ment, which in this research has been called the ‘Communication Alignment
Maturity Improvement (CAMI) method’. In particular, the following chapter will
discuss the construction process, and the underlying theories and elements that
contributed to it.



COMMUNICATION ALIGNMENT MATURITY
IMPROVEMENT (CAMI) METHOD

“Design is the method of putting form and content together. Design, just as art, has
multiple definitions; there is no single definition. Design can be art. Design can be
aesthetics. Design is so simple, that’s why it is so complicated.”

— Paul Rand (BrainyQuote, 2015f)

Based upon the literature review, this thesis has so far highlighted the importance of com-
munication among business and IT personnel in achieving sound business—IT alignment.
Furthermore, it has identified a related business (real-world) problem and reported on the
need for a tool, strategy, or method to be developed for assessing such communication. Ac-
cordingly, the thesis has proposed the development of an assessment method based on the
‘exaptation’ of a maturity grid-based approach from the engineering discipline. The pre-
vious chapter explained this in detail, and shared the specific research approach adopted
for this development. Having discussed the research approach, this chapter now describes
the design and development of the method itself, termed the ‘Communication Alignment
Maturity Improvement (CAMI) method’. To do so, it firstly specifies the requirements
for the assessment method, secondly introduces the approach chosen for the development,
namely, a maturity grid, and, finally, describes how this approach was applied to develop

the method for assessing communication in business—IT alignment

5.1 INTRODUCTION

Collaboration between the personnel residing in the business and the IT func-
tions of an organisation is of the utmost importance in achieving what is now
known as business-IT alignment (Cybulski & Lukaitis, 2005). Such personnel
constantly need to exchange ideas, knowledge and information among them-
selves in order to understand and fully commit to both the business’s and IT’s
missions, objectives and plans. This necessitates clear and appropriate communi-
cation among everyone involved (Luftman, 2003). Unfortunately, although seem-
ingly straightforward, this can be difficult to achieve (Coughlan et al., 2005),
especially since the relationship between business (all non-IT personnel) and IT

personnel in modern organisations can be highly divisive.
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Several alignment-related models have denoted communication as a critical
success factor for business—IT alignment (Chan & Reich, 2007; Luftman, 2003;
Reich & Benbasat, 2000). Yet, despite this, few studies to date have explicitly
investigated or proposed how organisations can best capture, analyse and as-
sess communication and its associated processes in this context (Coughlan et
al., 2005). Understandably, without such guidance organisations are likely to
continue experiencing communication difficulties and may have no way of iden-
tifying, analysing or remedying communication-related problems (B. Campbell
et al., 2005; Cybulski & Lukaitis, 2005).

By adopting the design science research paradigm (Hevner et al., 2004), this
research proposes an assessment method (a socio-technical artefact) that organ-
isations can use to assess the communication practices that prevail between the
personnel residing in their business and IT functions. To facilitate the develop-
ment of this artefact, the concept of a ‘maturity grid-based approach’, originally
a concept of the engineering design discipline (Maier et al., 2006; Maier, 2007),
will be ‘exapted’. The previous chapter explained this in detail, and shared the
specific research process adopted for this development (see § 4.4).

Having identified a business (real-world) problem, and discussed how this
research aims to address it; the primary aim of this chapter is now to describe the
design and development of the assessment method itself (see Figure 4.4). To do
so, it has three objectives: firstly, to specify the requirements for the assessment
method; secondly, to introduce the approach chosen for development, namely, a
maturity grid; and thirdly, to describe how this approach was applied to develop
the method for assessing communication in business—IT alignment.

These and related issues will be discussed further in this chapter as follows:
Firstly, the chapter specifies the objectives, target audience, requirements for the
assessment method. It also discusses various approaches to finding solutions
that were considered and presents an argument for the approach that was cho-
sen (§5.2. Secondly, it introduces the chosen approach, namely, a ‘maturity grid-
based approach’, and explores its general construction process (§5.3). Thirdly,
it describes how this process was applied to develop the method for assessing
communication in business—IT alignment (§ 5.4). In particular, it will discuss how
underlying factors were determined for the assessment, how a systemic model
was prepared based on these factors, and how this model was ultimately trans-
posed into a maturity grid. Finally, it shares an example of the method to explain

its inner workings and offer an overview of the ultimate outcome of the devel-
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opment phase (§5.5). These issues will be summarised and conclusions drawn
at the end of the chapter (§5.6).

Note that this chapter develops the artefact, which embodies the main con-
tribution of this study. Subsequent chapters will share a process model for its
usage, evidence of its application with a public sector organisation (see Chapter

6) and its evaluation (see Chapter 7).

5.2 TOWARDS AN ASSESSMENT METHOD: OBJECTIVES, REQUIREMENTS AND
APPROACHES

As shown by the exploration of the extant literature on business-IT alignment
(see Chapter 2), business and IT personnel need to communicate continuously
and adequately to share information and build a harmonious relationship. If
done successfully, then organisations can expect their alighment to improve;
however, if not, then naturally consequences will follow. It therefore seems fruit-
tul for organisations to assess their communication practices within this context
(Coughlan et al., 2005; Cybulski & Lukaitis, 2005). Unfortunately, the literature
offers limited support for this. To address this shortcoming, this study aims to
develop an assessment method that organisations can use to analyse and assess
their communication practices that exist between their business and IT person-
nel.

While a business (real-world) problem has thus been identified and substan-
tiated, and a possible resolution proposed, the objectives and requirements for
this resolution — an assessment method — have not yet been discussed. However,
as chapter 4 illustrated, specifying the objectives for a solution is a critical step
in the research process of a design science project, particularly because these
objectives offer the backdrop against which the socio-technical artefact has to be
developed (Peffers et al., 2007).

Given the clear necessity of specifying the objectives for a solution, this section
aims to delineate the objectives for the envisaged assessment method. To do so,
it will firstly explore the different forms an assessment could take, and their
associated challenges and implications (§ 5.2.1). Secondly, after having discussed
these implications, it will synthesise the insights gained so far and convert them
into requirements for a viable assessment method (§5.2.2). In particular, it will
discuss the target audience(s), the assessment requirements, and the different
solution concepts that should be considered. Finally, the section will conclude
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with a comparison of the different solution approaches and the selection of the
most suitable approach for addressing these requirements (§ 5.2.3).

5.2.1 Forms of Assessment: Challenges and Implications

The literature review (see chapters 2 and 3) has discussed the importance of
communication in business-IT alignment. This importance is acknowledged by
both the academic (Luftman, 2003; Reich & Benbasat, 2000; Coughlan et al., 2005)
and the practitioner (B. Campbell et al., 2005) communities. However, as chap-
ter 3 has shown, assessing and managing such communication can be difficult
because it is systemic in nature and is influenced by a variety of factors that are
both internal and external to the organisation.

Despite the difficulties involved, chapter 3 presented an argument to sup-
port the idea that a communication assessment could allow organisations to
obtain understanding and insight into the multifaceted nature of communica-
tion among the personnel residing in the business and IT functions. Having said
that, such an assessment could take different forms, each affecting the outcome,
and presenting different challenges.

5.2.1.1 Assessment as a Form of Measurement

The first form (or then challenge) pertains to the complex and abstract nature of
communication itself. Is it possible to say one way of communicating is better
and, if so, by how much? An assessment requires criteria against which a process
or an outcome is compared or measured but communication processes are highly
complex and the relationship between ‘input-and-output variables’ cannot be
predefined or predicted to function as a universally applicable, lasting standard
(Eckert et al., 2004). In addition, communication involves people, and people
have different preferences. What works for one person might not be appropriate
for his or her colleagues. Thus, the question needs to be asked as to whether a
measurement would be the right approach.

Kaplan and Norton (1996) note that measurement alone is not appropriate for
developing a deep understanding about the way processes are performed gen-
erally and does not lead directly to improved performance. There are, however,
ways of overcoming this. For example, Maier et al. (2006) states that if one con-
ceives of a communication assessment as an (instantaneous) assessment based
on an individual’s perception, given a certain situation, one might be able to find

a way of measuring this. In other words, the communication process should not
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be seen as being measured against a universally applicable and unchangeable
standard. Instead, it should be approached in such a way as to allow the percep-
tions of several individuals to be compared and an inter-subjective valid assess-
ment to be derived — as established collectively by the individuals themselves.
Accordingly, the assessment would be seen as a form of feedback, something on
which actions for improvement could be based.

These findings have certain implications for this study. Firstly, they imply that
the assessment method being developed in this thesis needs to capture the per-
ceptions of both business and IT personnel pertaining to the communication
among themselves. Secondly, the assessment needs to facilitate some form of
measurement to be made of these perceptions. Finally, if successful, the assess-
ment should ultimately culminate in some sort of feedback, upon which im-

provements can be based.

5.2.1.2 Auditing as a Form of Assessment

Given what has been mentioned in the previous section, the goal of this the-
sis can be restated to develop an assessment method that enhances reflection
and raises awareness of the factors that influence communication in business—
IT alignment. This could be achieved by obtaining ‘feedback” from the business
and IT personnel. This, however, raises the issue of how the said feedback will
be gathered. This study proposes that an audit could do this.

The practice of auditing is most commonly associated with assessing an or-
ganisation’s financial health (D. Jones, 2002; Goldhaber & Krivonos, 1977). How-
ever, at its most basic, an audit is an evaluation of a designated process (Hargie
& Tourish, 2009) and a communication assessment qualifies as such an audit
(Odiorne, 1954). That is, it is an evaluation of the communication practices ei-
ther throughout an entire organisation or between individual function(s) and/or
departments. To this extent, a communication assessment acts as a means of
analysing and assessing current communication practices in an organisation
(Eckert et al., 2004), with the aim of producing a clearer understanding of how
well communication works and the degree to which it satisfies the needs of the
organisation (Maier et al., 2004).

For such an analysis and assessment to be made, several performance indi-
cators would need to be captured. Chiesa, Coughlan, and Voss (1996) mention
that an audit would typically require both current and desired performance in-
dicators, since it attempts to identify gaps between them. Although generic, the

same would also be true of a communication assessment (Maier et al., 2006). For
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the communication practices in business—IT alignment to be audited, both the
current and desired perceptions of the business and IT personnel would need to
be captured.

Defining a communication assessment as a form of audit has certain implica-
tions for this study. Firstly, it dictates that the method being developed should
not only capture the perceptions of business and IT personnel regarding the cur-
rent communication practices among them, but also what they perceive as being
desired. Secondly, it requires that the method facilitate the gap between the two
‘indicators’ to be identified. The latter implication is particularly important for
business—IT alignment, as the gap will inform the organisation as to whether its

alignment practices are optimal or need improving.

5.2.1.3 Perception as a Basis for Assessment

The discussion in the previous section has led to the notion of an assessment
taking the form of an audit as a way of increasing both business personnel’s
and IT personnel’s understanding of the factors that influence communication.
Increased understanding — it is assumed — could be a way of increasing the
success of communication management in business-IT alignment. However, as
argued earlier, finding universally applicable, enduring standards for communi-
cation in business—IT alignment would seem to be impossible. What, then, could
be the basis of assessment?

As mentioned earlier, Maier et al. (2006) state that if one conceives of a commu-
nication assessment as an (instantaneous) assessment based on an individual’s
perception, given a certain situation, one might be able to find a way of measur-
ing that perception. Here one can differentiate between “sensory perception” and
perception that refers to a subjective value judgement® (Suchman, 1987; Clancey,
1997). While sensory perception refers to the process of acquiring, interpreting,
selecting and organising sensory information, subjective value judgement (also
known as situated cognition), on the other hand, entails the fact that one’s proce-
dural knowledge (knowledge of how to do things) is tightly bound to particular
situations. In addition, our actions are direct responses to our perceptions of the
situation in which we are working.

This thesis applies business and IT personnel’s ‘perception” of the current and
desired communication practices as the basis for assessment. However, it ap-

proaches perception not from a sensory viewpoint but rather as situated cogni-

It is outside the scope of the thesis to go into definitional details about the many theories of
perception and its underlying processes (for further details, see Suchman, 1987; Clancey, 1997;
Gibson, 1966).
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tion. That is, it holds that business and IT personnel will make adequate judge-
ments about the communication occurring between them (Coughlan et al., 2005;
Cybulski & Lukaitis, 2005), particularly in view of the fact that they will be work-
ing under given constraints and their immediate responses to communication
will be indicative of the perceptions they hold.

This has distinct implications for this study. Firstly, it implies that business
and IT personnel have their own perceptions of communication in business—IT
alignment as part of their situated cognition. Secondly, it holds that these per-
ceptions could be captured by investigating the personnel’s actions, responses
or choices — such as, for example, their answers to questions in a questionnaire.
The latter implication is particularly relevant in that it affords the envisaged as-
sessment method an approach whereby it could capture the perceptions held by
the business and IT personnel.

5.2.1.4 Assessment as a Basis for Action

An assessment, as defined up to now, would provide some sort of feedback on
communication in business—IT alignment. However, the feedback would only be
possible if the perceptions of both business and IT personnel were captured. That
said, the question remains as to how this feedback would result in the basis for
future action. In other words, how could the communication between business
and IT personnel be changed or controlled? Before answering this, one needs to
consider both the locations of and mechanisms for changing communication.

If communication is conceptualised as a linear process, then naturally it can be
controlled (Shannon & Weaver, 1964; Shannon, 1948). For example, if computer
network throughput in an organisation is slow, the organisation may decide to
expand the network or to install faster network devices. By contrast, if commu-
nication were approached from a systemic perspective it would seem to be a
foregone conclusion that communication cannot be controlled. Particularly be-
cause communication is regarded as multifaceted and influenced by a variety of
factors both internal and external to the organisation (Eckert et al., 2004).

While a systemic perspective of communication proposes that one cannot con-
trol communication, it is still possible to influence it. An argument presented
in chapter 3 is particularly relevant here. General systems theory (GST) acknowl-
edges that a ‘system’ has its own ‘language’ and reacts to influences from the
‘environment’ (i.e., everything outside the system) according to its own opera-
tional structure (Bertalanffy, 1968; Beer, 1984). This means that while the system
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itself cannot be controlled directly, its environment may provide an opportunity
to influence it (Luhmann, 1986).

In the context of this thesis, if the factors affecting communication in business—
IT alignment (the ‘environment’) could be altered in some way; then a change
or reaction in the communication (the ‘system’) would be triggered. This is sup-
ported by the theory of situated cognition, which holds that “human thoughts
and actions are adapted to the environment” (Clancey, 1997), that is, because
what people perceive, how they conceive of their activity, and what they do
physically all develop together. However, how does one alter the factors influ-
encing communication in business—IT alignment?

The answer comes in the form of reflection. As described in chapter 3 in the
section on conceptualisations of communication (§ 3.2), conceptualisation influ-
ences perception and thus action. The way communicative success is conceived
affects the solution space, that is, communication management (Eckert et al,,
2004). Thus, if the business and IT personnel’s conceptualisation of communica-
tion and the factors that influence it could be altered, their thoughts and actions
would naturally adapt. Thus, by triggering reflection on the conceptualisations,
and specifically on the factors, communication in business—IT alignment could
be influenced.

Taking the above into account, the goal of the assessment method this thesis is
developing is to trigger reflection on communication in business—IT alignment;
that is, to raise awareness and ultimately alter the perceptions that both business
and IT personnel hold of the factors influencing communication in business—IT
alignment. Therefore, in line with Maier et al. (2006), the envisaged method will
allow the personnel to reflect on their own personal perceptions and to think
about whether these are appropriate or need to change. Hence, the assessment
would act as the basis for future action and improvement.

Specifying reflection as the basis for action has certain implications for this
study. Firstly, it dictates that the method being developed has to enable and sup-
port reflection on the factors influencing communication in business-IT align-
ment. In addition, it has to raise awareness of these factors thereby altering the
conceptualisations held by both the business and IT personnel. What is more im-
portant, however, is that the method needs to accommodate the variety of factors
influencing communication in business—IT alignment. This is particularly impor-
tant, as the factors themselves would form the backdrop against which the rest
of the method operates.
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5.2.2  Objectives for an Assessment Method

Having explored the different forms that the assessment method will take, this
section now synthesises the insights gained so far and converts them into re-
quirements for the development of a viable assessment method. In particular,
it discusses the target audience (§5.2.2.1) and the assessment requirements that
need to be considered (§5.2.2.2).

5.2.2.1 Target Audience

The assessment method that this thesis develops is targeted specifically at business—

IT alignment. Accordingly, its primary audience includes personnel residing in
both the business and the IT functions of an organisation, including business
staff (i.e., human resources and finance), IT staff (i.e., programmers and techni-
cians), and even members of executive management. In this research, statf mem-
bers representing each of these parties were required to provide data on their
perceptions of communication during the business—IT alignment process.

While these aforementioned parties form the primary target audience of the
method, other parties may also benefit from its application. These include project
managers, IT consultants, and researchers. For example, project managers may
capture their team’s perception of communication, analyse the data, and identify
areas of consensus and discrepancy, and thus areas for improvement. Consul-
tants could apply the method in a similar way but could use the data collected
from different organisations to either benchmark a given business or IT team,
or benchmark organisations themselves®. Meanwhile, researchers could use the
method as a technique to analyse the way communication is perceived in specific
industries.

Taking the above into account, six different user groups can be identified
for the envisaged method; namely, business and IT personnel, executive man-
agement, project managers, internal and external consultants, and academic re-
searchers. Each of these parties has unique characteristics and has distinct re-

quirements in terms of their interactions with the method.

5.2.2.2 Assessment Requirements

As mentioned earlier the goal of this thesis can be stated as to develop an assess-

ment method that enhances reflection and raises awareness of factors influencing

2 Given the unique nature of communication in an organisation, benchmarking might not be
possible. This is further discussed in the conclusion of this thesis (see Chapter 8).
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communication in business-IT alighment by obtaining ‘feedback’ from business
and IT personnel. In this section, the key objectives and the requirements for the
assessment method are presented as they have emanated from the discussion
that took place earlier in this chapter.

The IEEE standard 1220 (2005) states that a requirement is a “statement identi-
fying a capability, physical characteristic, or quality factor that bounds a product
or process need for which a solution will be pursued”. While discussion in the
chapter so far has led to the identification of various challenges and a number
of implications when assessing communication, the aim now becomes to synthe-
sise these into the requirements of the assessment method; that is, the capabilities
and characteristics that the assessment method needs to address.

The requirements elicited from the literature review and from the earlier sec-
tions of this chapter are presented below and are grouped into requirements
relating to objectives, deployment in industry, and communication theory and
assessment. Overall, a series of ten requirements is synthesised from the discus-
sion presented in chapters 2 and 3, as well as the earlier sections of this chapter.

The business-IT communication assessment method will need to be able to do
the following:

* Requirements relating to objectives

1. address communication between either specific business and IT func-
tions or all of them throughout an organisation

2. enable and support reflection on communication within the business—
IT alignment process

3. assist in raising awareness of communication in business—IT align-
ment
* Requirements relating to industry
4. be quick and easy to use for deployment in industry
5. enable quick analysis and interpretation of results without prior knowl-
edge
* Requirements relating to communication theory and assessment

6. accommodate a variety of factors influencing communication within
the business—IT alignment process

7. provide a mechanism for (self-) assessment — in particular, to enable
personnel residing in the business and IT functions to choose the cur-

rent and desired communication states themselves
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8. show degrees of growth within the factors, since different personnel

might perceive the communication situation differently

9. account for the fact that one cannot measure communication objec-

tively yet provide for inter-subjectively valid ranking

10. provide an opportunity for subsequent discussion among personnel

residing in the business and IT functions.

While these requirements are forthcoming from the earlier chapters and dis-
cussion, they also coincide with the requirements stipulated for a communica-
tion assessment method in the discipline of engineering design (Maier, 2007).
Therefore, in line with the argument that this study aims to ‘exapt’ this method
to the business—IT alignment context, it also ‘exapts’ some requirements asso-
ciated with it; the reason being that organisations may experience the same
communication difficulties in both contexts (Coertze & Von Solms, 2015b). Fur-
thermore, although some requirements in this study are unique, many of them
are common to other fields. Having said that, the specifics being assessed in
business—IT alignment differ from those of engineering design (for example, see
Luftman, 2000, 2003; Reich & Benbasat, 2000), hence the need for a specific as-

sessment method for business—IT alignment (see § 3.3).

5.2.3 Solution Concepts and Approaches

Having established a series of requirements for the development of the envis-
aged assessment method, this section investigates several assessment approaches
for their viability in addressing these requirements.

In chapter 3, this thesis stipulated that a multitude of methods could be used
and combined in various ways to assess communication. Authors such as Hargie
and Tourish (2009), D. Jones (2002) and others (Porter & Roberts, 1976; Price,
1972) have described a variety of instruments, techniques, tools and methods
used to assess or audit communication in organisations. Some of these meth-
ods include participant observation, interviews, questionnaires, critical incident
analysis, experiments and focus group sessions (Hargie & Tourish, 2009). More
recently, the engineering design discipline has employed a maturity grid-based
approach (Maier et al., 2006).

It would therefore seem that communication can be assessed using a variety
of different approaches and techniques, each having its own strengths and lim-
itations (D. Jones, 2002). However, of interest to this study was which of these
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approaches would most successfully address all the stipulated requirements for
the envisaged assessment method. To this end, it evaluated the viability of sev-
eral approaches. Among those considered were interviews, observation, critical
incident analysis, focus groups, checklists, diary studies and the maturity grid-
based approach because, as Hargie and Tourish (2009) maintain, these are the
approaches most commonly associated with communication assessments. Based
on this evaluation, the most appropriate and suitable method, in terms of its
ability to meet the requirements, was selected (see Figure 5.1).

As seen in Figure 5.1, most of the approaches considered, apart from the ma-
turity grid-based approach, either did not fulfil all the requirements or only
addressed them partially. For example, in interviews a great deal of extra infor-
mation may surface which may mean that a quick and straightforward analysis
cannot be made (Requirement #5). In addition, interviews are conducted in iso-
lation and thus do not facilitate group discussions — at least not in their typical
form (Requirement #10).

In the case of observation, one of the weaknesses identified was the fact that
it may alter the behaviour of those individuals being observed and may take
several days. Thus, when measuring it against the requirements, it was believed
that observation would not cater for quick analysis (Requirement #5), group
discussion (Requirement #11), or provision for scoring of the current and desired
situations by business and IT personnel themselves (Requirement #8). This trend
continued when assessing most of the other approaches.

The focus group approach, however, showed great promise since it naturally
allows for open and free communication (Krueger & Casey, 2009). In addition,
the perceptions of multiple staff members can be gathered in a relatively short
amount of time. Nevertheless, as D. Morgan (1993) states, the interpretation of
the data gathered in this way can be time-consuming. Moreover, it would also
be difficult for the assessment to remain objective and free of bias; additionally,
focus groups are susceptible to group pressure, where individuals’ responses
may be influenced by those of their peers (Barbour, 2008). Consequently, this
approach was rejected.

Ultimately, the maturity grid-based approach (Maier, Moultrie, & Clarkson,
2011) was chosen. Among the approaches considered, this particular approach
was the only one that successfully satisfied and addressed all the requirements
stipulated for the development of the assessment method. This choice coincided
with the analysis and findings of Maier (2007), who also reported the maturity
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5.3 MATURITY-GRID BASED APPROACH: OVERVIEW AND CONSTRUCTION

grid-based approach to be the most suitable for a communication assessment
method in engineering design.

What makes this approach unique is that it allows both the current and the de-
sired perceptions of communication to be captured by business and IT personnel
inter-subjectively, yet at the same time it also allows the subjective opinions of
the personnel to surface. In addition, maturity grids are both a means of assess-
ment and a part of a framework for improvement (Moultrie, 2004). This makes
them ideal for use in this study, as the aim is to improve communication between
business and IT personnel in the business—IT alignment process.

Taking all the above into consideration, the assessment of communication in
business—IT alignment is difficult owing to its multifaceted nature. However, if
such an assessment were to take the form of an audit, measuring the perceptions
of both business and IT personnel, this difficulty could be alleviated. Such an
assessment would provide feedback and would offer a basis on which future
improvements could be made.

In aiming to develop a method to perform a communication assessment, this
section stipulated a series of ten requirements against which several approaches
where evaluated. Subsequently, a maturity grid-based approach was chosen as
it was considered the most satisfactory of the various solution approaches avail-
able, including interviews, observation, critical incident analysis, focus groups,
checklists, and diary studies. Given this, the maturity grid-based approach is
explained in more detail in the next section.

5.3 MATURITY-GRID BASED APPROACH: OVERVIEW AND CONSTRUCTION

Now that it has been established that a maturity grid is the most appropriate
approach to assess communication within business-IT alignment, it becomes
necessary to explore the exact nature of a maturity grid. In doing so, this sec-
tion firstly offers an overview of maturity grids (§5.3.1) and, secondly, presents

a supporting methodology for their construction and application in this study

(§53-2).
5.3.1 Maturity Grids: What Are They and What Do They Entail?
Fraser, Moultrie, and Gregory (2002) state that maturity grids are variants of

the maturity approach. Similar to traditional maturity models, also known as
Capability Maturity Models (CMMs), they depict several levels of maturity. How-
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5.3 MATURITY-GRID BASED APPROACH: OVERVIEW AND CONSTRUCTION

ever, there are distinct differences. Unlike a maturity model, which offers only
an overall description of each maturity level, maturity grids provide information
that is more detailed, since they typically describe, in a few phrases, the usual
behaviour exhibited by an organisation at a specific level of ‘maturity’. The im-
portant thing here is that they do this for each of several aspects of the area
under study, not just overall. Thus, they provide a more differentiated analysis.

Furthermore, whereas maturity models require multiple aspects, or factors, to
mature simultaneously before progressing along the maturity scale, a maturity
grid allows each aspect to mature on its own independently. Therefore, one could
understand a maturity grid perhaps as a collection of separate ‘sub’-maturity
models — although they would focus on a single area of interest. This becomes
particularly evident when investigating the typical construction of such a grid.

In general, a maturity grid is structured around a matrix, which creates a
series of cells by allocating (a) levels of maturity [columns] against (b) several key
aspects or key activities [rows] (S. Austin et al., 2001). The cells then contain (c)
text descriptions of typical performance at different levels of granularity. Figure
5.2 depicts this principle graphically.

(@)

Maturity Level | Maturity Level | Maturity Level | Maturity Level
1 2 3 n

(c)

(b) Key process areas | Cell description - >
e.dg. o e.d.
Product Development g established
no process
Process process

Figure 5.2. Concept of a Maturity Grid (Maier, Moultrie, & Clarkson, 2011)

Crosby (1996, 1979) first introduced this idea with his Quality Management
Maturity Grid (QMMG). This grid defined six aspects of quality management at
tive levels of ‘maturity’, with the levels of maturity ranging from ‘uncertainty’,
‘awakening’, ‘enlightenment’, and “wisdom” to ‘certainty’ (Fraser et al., 2002). Later,
Moultrie (2004) used a maturity grid to audit the design process and products
in engineering projects. She argued that maturity grids required less expertise
and resources and, furthermore, avoided the bias towards the opinions of the

researcher or a single informant. In 2007, Maier introduced this method as an
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assessment method for communication in engineering design (Maier, 2007). She
argued that the properties and benefits of maturity grids made it an ideal tool
for organisations to assess their communication practices within this context, but

stressed that it could be expanded to other disciplines as well.

5.3.2 Methodology for Developing Maturity Grids

By establishing the use of a maturity grid in developing the assessment method
in this study and exploring what this entails, it now becomes necessary to un-
derstand how a maturity grid is developed.

Until recently there was no guidance on how one could develop a maturity
grid. Instead, most authors referred to the Capability Maturity Models (CMMs)
construction process (Paulk, Weber, Curtis, & Chrissis, 1995). However, as has
been shown, maturity grids and CMMs differ. Realising this problem, Maier et
al. (2011) proposed a detailed roadmap, or methodology, to develop maturity
grids. They based this on their own comparison of extant maturity grids, includ-
ing those of Crosby (1996, 1979) and Moultrie (2004), as well as their own field
experience.

Their roadmap (see Figure 5.3) consists of four generic phases, namely, plan-
ning, development, evaluation, and maintenance. In turn, each phase consists of
several steps or decisions that a researcher should make using a single method
or a combination of appropriate research methods.

The first phase, planning, encompasses all the early decisions a researcher
should make when aiming to develop a maturity grid. In particular, s/he needs
to decide on the target audience (who will form part of the assessment), the
purpose of the assessment, its scope, and the success criteria. These may make
use of, among other things, literature reviews, interviews, observations, and case
studies.

Once the initial planning has been done, the second phase starts. The sec-
ond phase, development, concerns the architecture of the maturity grid and has a
significant impact on its use. The architecture encompasses the maturity levels
(rating scale) to be assigned (see a in Figure 5.2), the process areas or factors that
need to be accessed (see b in Figure 5.2), the cell descriptions to be formulated
(see c in Figure 5.2), and the administrative mechanism that will be used. This
phase essentially entails designing and populating the maturity grid, which is

considered the biggest and most important task of all.
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Phase I: Planning Phase II: Development

4 ) 4 )

Step 1. Specify Audience Step 1. Determine Influencing Factors

Step 2. Define Aim Step 2. Define Maturity Levels

—

Step 3. Clarify Scope Step 3. Formulate Cell Text

Step 4. Define Success Criteria Step 4. Define Administration Mechanism
\. J \. J/

Phase III: Evaluation Phase IV: Maintenance

.....................

( ) e ™ -
Step 1. Validate Grid Usability / Feasibility : | Step 1. Check Benchmark
Step 2. Verify Finding Correctness Step 2. Maintain Results Database

Step 3. Document Process and Results

. ) ).

.....................

Figure 5.3. Maturity Grid Construction Methodology (Maier, Moultrie, & Clarkson, 2011)

Having completed the development phase, the third phase can commence.
This phase, evaluation, is an important phase in the roadmap, since it serves a
number of purposes. For example, the researcher will perform individual case
studies or focus groups to validate the grid, to obtain feedback on whether the
grid fulfils the requirements when applied in practice, and to identify items
for refinement. In fact, this is the phase where the researcher will approach the
intended audience directly and have them use the maturity grid. This is also
then an opportune time to check the validity and correctness of the acquired
results, since the findings should correspond with the actual observed situation.
Typically, one would use follow-up workshops or interviews for this purpose.

The final phase, maintenance, reflects an ongoing process. Initially, only a few
members in the intended audience may use and apply the newly developed
grid. However, as its popularity increases and the researcher obtain more results
and findings, the grid may need to be refined to ensure continued accuracy and
relevance. Furthermore, given that domain knowledge and understanding may
evolve, the grid will need to keep pace with the latest practices and develop-
ments, and, in addition, existing practices may become outdated. It is important
to note that this phase will only be present in studies that have progressed well
beyond proof-of-concept, since many members of the audience will have had
time to use and apply the grid. Meanwhile, early proof-of-concept studies — such
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as the one presented in this thesis — may have progressed only to the evaluation
phase.

Given the discussion above, maturity grids are variants of the maturity ap-
proach (Fraser et al., 2002). While having some commonalities with maturity
models, they do differ in their construction and application. Furthermore, al-
though overshadowed by CMMs, the quality management (Crosby, 1996, 1979)
and engineering design disciplines (Maier et al., 2006; Moultrie, 2004) have ap-
plied them successfully. However, of more interest to this study is the fact that
the engineering discipline has used them successfully to assess communication
in engineering design (Maier, 2007).

The question this study aims to answer is whether one can successfully ‘exapt’
this to the business—IT alignment context. In attempting to answer this, the study
explored the maturity grid construction process. While most authors adhere
to the CMMs construction process, this study opts to use a more appropriate
methodology proposed by Maier et al. (2011). Having said that, it is impor-
tant to bear in mind that this study still subscribes overall to the design science
paradigm (Hevner et al., 2004). The reason for using the maturity grid method-
ology (outlined here) is that it acts as a supportive construction outlet for the
design and development of the assessment method — the socio-technical artefact.
This is supported by Peffers et al. (2007), who state that a design science project
may employ supportive methodologies for the construction of the socio-technical
artefact — that is, above and beyond the overarching methodology implied by the

design science paradigm.

5.4 METHOD DEVELOPMENT

The previous section offered an overview of the maturity grid-based approach
and presented a methodology or roadmap for its construction and application in
this study (see Figure 5.3). This study opted to use this approach and roadmap
in developing the assessment method, which henceforth is referred to as the
‘Communication Alignment Maturity Improvement (CAMI) method’.

This study devised the CAMI method, based on a maturity grid, to assess
communication between the personnel in the business and IT functions of an
organisation as part of the business—IT alignment process. The development and
application of the method spanned a period of two and a half years and fol-
lowed the construction roadmap proposed by Maier et al. (2011) (see Figure 5.3).

During the course of this study, a comprehensive literature review and a Delphi
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study was conducted during phases I (planning) and II (development) and one
application was undertaken as a transition between phases II and III (evaluation).

This section provides a detailed description of the way in which this study
approached and executed the first two phases of the roadmap. Firstly, it re-
emphasises the rationale behind the development of the CAMI method, the audi-
ence, the aim and scope, and the success criteria (§5.4.1). Secondly, it explains
how the CAMI method was constructed by discussing the identification and se-
lection of influencing factors and maturity levels, and the write-up of the text
descriptions (§ 5.4.2). Please note that the evaluation phase of the method is pre-
sented in a subsequent chapter (see Chapter 7).

5.4.1 Planning (Phase I): Audience, Aim, Scope and Success Criteria

Prior to developing the CAMI method, a variety of initial decisions had to be
made. In particular, the target audience (which would form part of the assess-
ment), the purpose of the assessment, its scope, and the success criteria had to
be determined. Many of these have already been established with the earlier lit-
erature review and sections in this chapter (see § 5.2), therefore a short summary
follows.

Since the business-IT alignment context encompassed the business and IT
functions of an organisation, the audience of the method was prescribed to be
business and IT personnel. This recommendation was necessary since communi-
cation difficulties could present themselves anywhere between the business and
IT functions. Furthermore, since communication practices in this context are so
variable, the aim of the method was to assess the current practices, raise aware-
ness among the participant audience and diagnose improvement opportunities
for these practices (see §5.2.1).

This study intended the method to be discipline-specific, that is, focused on
the communication practices that take place between the personnel in the busi-
ness, and the IT functions, as part of the business—IT alignment process. Within
this context, a myriad of different factors or aspects can be assessed; hence, the
scope of the method was the assessment of the organisational, functional or do-
main, team and individual factors. This constraint was deemed necessary, since
business and IT personnel operate within a socio-technical system that is in-

fluenced by several factors both inside and outside the organisation itself (see
§33:3)-
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As for the success criteria, the literature review identified several requirements
that the method had to address successfully (see § 5.2.2). In general, it had to be
functional and useful for organisations in industry, therefore the success criteria
for its usability emphasised clarity of language and ease of scoring and analysis.
Furthermore, it had to be able to assess communication practices accurately and
trigger reflection, learning, and awareness among the personnel residing in an

organisation’s business and IT functions.

5.4.2 Development (Phase 1I): Influencing Factors, Maturity Levels, Text Descriptions
and Administration Mechanisms

Once the early decisions regarding the CAMI method’s audience, aim, scope
and success criteria had been made the actual development of the method com-
menced.

In developing the assessment, based on a maturity grid, several aspects had
to be investigated and decided on. With reference to the structure of a maturity
grid (see Figure 5.2), this study had to firstly identify the key influencing factors
affecting communication in business—IT alignment, which would help to specify
the individual rows of the maturity grid (§5.4.2.1). Secondly, it had to decide on
the maturity levels for each of these factors, which subsequently comprise the
columns of the maturity grid (§5.4.2.2). Thirdly, it had to prepare the descrip-
tions for each of the grid cells (§5.4.2.3) and, finally, investigate and establish
how organisations would use the grid as an assessment method — better known
as the administration mechanism (§ 5.4.2.4).

5.4.2.1 Influencing Factors (Grid Rows)

This study, as argued in Chapter 3, considered communication to be a multi-
faceted phenomenon and to be systemic in nature (Eckert et al., 2004). Therefore,
it could be influenced by organisational, functional or domain, team and individ-
ual factors, since it operates within a socio-technical system — a ‘system’ that the
business and IT personnel would be part of (Millar, 2009). In light hereof, it used
Moray’s (2000) factors of a socio-technical system as the preliminary starting
point for the CAMI method.

However, Moray’s (2000) factors do not account entirely for the unique context
and audience of the method, namely, business-IT alignment. Therefore, further
literature reviews were conducted to identify additional factors that could in-

fluence communication practices in business-IT alignment. Among others, the
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literature reviews acknowledged Luftman’s (2003) six aspects used to assess com-
munication in his popular SAM assessment model (see Figure 1.1) and Coughlan
et al.’s (2005) thematic analysis of communication problems. In addition, those
factors proposed for the social dimension of business-IT alignment were also
identified (Reich & Benbasat, 2000), given that communication was seen to form
part of this dimension (see §2.3.2.2). Lastly, since Nolan and McFarlan (2005)
argue that the role and strategic use of IT could differ within an organisation
and, therefore, influence the business—IT alignment process, this was added as a
further preliminary factor.

In total, the literature reviews and examined studies culminated 49 prelimi-
nary factors that could influence communication practices in business—IT align-
ment (see Appendix A). These factors were grouped according to Moray’s (2000)
social-technical system description (see § 3.2.3). Hence, the factors ended in four
categories: environment, organisation, the function (team), and the individual com-
municator. These closely matched the systemic perspective of communication, as
proposed by Eckert et al. (2004) (see §3.2.4). Unfortunately, the accuracy and
validity of these factors and categories were questionable, especially since this
is the first study (known to the author) to combine them in attempting to assess
communication explicitly in business—IT alignment. Consequently, the study em-
ployed a Delphi study (another research method) to triangulate the list of factors.
This is in line with Mingers (2001), who states, different research methods focus
on different aspects of reality and therefore a richer understanding of a research
topic will be gained by combining several methods together.

The Delphi method can best be characterised as a method for structuring
a group communication process so that the process is effective in allowing a
group of individuals, as a whole, to deal with a complex problem (Hsu & Sand-
ford, 2007). Unlike interviews or focus groups, the Delphi method provides a
structured process for soliciting expert opinion on a particular subject and en-
ables group interaction without needing a face-to-face meeting (Creswell, 2007).
Given this, this study employed the Delphi method to validate the preliminary
factors and, possibly, gather additional factors not identified in the academic lit-
erature. Hence, the Delphi method was employed in an exploratory capacity, as
supported by Okoli and Pawlowski (2004).

The Delphi study spanned three rounds over the course of three months. Each
round consisted of an electronic survey containing a combination of both closed
and open-ended questions, which the participants had to complete. The par-
ticipant panel was evenly distributed, and overall included twenty high-ranking
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business and IT executives, IT auditors, and academics doing research in business—
IT alignment or related disciplines? (see Appendix B). An international man-
agement expert also formed part of the panel. These participants were knowl-
edgeable about business-IT alignment, and had immediate knowledge of com-
munication and its importance in this context. From this group, nine experts
continued to be involved in the full study until the last round (55% drop-off
rate)*. The experts included an IT auditor, an international management expert,
two high-ranking business executives, two high-ranking IT executives, and three
academics.

Following the recommendations of both Okoli and Pawlowski (2004) and Hsu
and Sandford (2007), the Delphi study started with an initial list of 49 prelimi-
nary factors. During the first round, the Delphi participants had to indicate to
what extent each of these factors, in their opinion, influenced communication
between personnel in the business and IT functions as part of the business—IT
alignment process. The aim of this was to validate the initial list of factors iden-
tified from the academic literature. Based on the responses received, the partici-
pants agreed that most factors (42 out of the original 49) did influence commu-
nication in this context. Furthermore, they proposed an additional five factors,
namely, ‘tone from the top’; ‘resource availability’; ‘domain initiatives’; “CEO’s
and board’s IT ‘savviness” and ‘employee demographics’. The round concluded
with the participants suggesting that 47 factors influenced communication in the
assessment context to some extent.

In the second round, the participants were asked to select and rank each of
the factors according to their perceived importance. The aim here was to derive
a more manageable subset of factors, or a minimum baseline of the most crit-
ical factors. This was essential since an assessment covering 47 factors in total
would be too demanding for most organisations in industry — especially those
with limited resources. Based on the responses received, the list of factors was
narrowed down to 25 (see Appendix C). Although a drastic reduction, the par-

The Delphi study was conducted according to a strict anonymous policy. Hence, the names
of the participants have been omitted from this thesis. Upon written permission from the said
participants; their current roles, operating market(s), expertise and experience have been shared.
Although a high drop-off rate, this is common for a Delphi study (Witkin & Altschuld, 1995,
p- 196). Experts are required to complete multiple questionnaires during a short time-frame,
therefore their availability and interest may decline. In addition, some experts may participate
in the initial rounds to share their thoughts and ideas but may refrain from participating in later
rounds, since they may perceive that they have already shared enough information. There is a
general rule of thumb that says that if a heterogeneous or homogeneous sample is required, a
Delphi panel should consist of at least 10 to 15 experts (Skulmoski, Hartman, & Krahn, 2007).
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ticipants deemed these 25 factors to be the most influential and considered their
inclusion crucial for the assessment.

The third and final round gave the participants the opportunity to make final
changes to the list of 25 factors. In particular, they had the opportunity to exclude
any of the factors or to re-include factors that had been removed during the
previous rounds. They could also reshuffle the factors within the different socio-
technical categories (see earlier). The round concluded with most participants
agreeing to retain all 25 factors® and none of the previously removed factors was
re-included. Some participants gave reshuffling suggestions, but none of these
suggestions was implemented because of the limited support for their inclusion.
Consequently, the decision not to conduct another round was founded on the
fact that the list of 25 factors was supported by the literature.

An important challenge in a Delphi study is that different people often have
different understandings of the same concept, also referred to as the “inade-
quate pre-operational explication of constructs threat” (Cook & Campbell, 1979).
As mentioned earlier, communication can be interpreted and conceptualised in
different ways. Similarly, business-IT alignment means different things to differ-
ent people. Consequently, all the questionnaires included short, unambiguous
definitions of business-IT alignment, communication and the various factors
affecting communication. Furthermore, the questionnaires were pilot-tested for
ambiguities and vagueness before being sent to the participants. Having sad that,
in the third round a comment was made that the descriptions of some factors
were too lengthy and difficult to understand for business personnel. As a result,
these descriptions were rephrased and shortened prior to inclusion in the final
method. In addition, to ensure data accuracy and interpretation, a statistician
was consulted after each round.

Overall, this study determined that a list of 25 factors (see Figure 5.4) was
adequate for assessment purposes based on the collective results of the Delphi
study and prior literature reviews. Subsequently, these factors were used as the
grid rows in the maturity grid (see b in Figure 5.2); that is, the CAMI method.

The goal of this final round was primarily to come to greater consensus in the group. While a
variety of different consensus interpretations exists, this study defined consensus as a measure of
the stability of participants’ responses in successive rounds. This was in agreement with Scheibe,
Skutsch, and Schofer (1975), as they argue that this definition is more appropriate than the use
of traditional percentage measures.
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Figure 5.4. Categorised List of 25 Factors

5.4.2.2  Maturity Levels (Grid Columns)

5.4 METHOD DEVELOPMENT

Legislation

Business & IT standards

Best Practices & guidelines
Customers, services & products

Technological developments

Business involvement in IT strategic planning
IT involvement in business planning
Management style

Role and use of IT

Corporate culture

Organisational structure

Reporting level of IT function head

Executive management’s IT savviness

Input rights to ICT decisions

Leadership style

Nature of function / domain initiatives
Level of cooperation

Communication style and ease of access
Liaison breadth & effectiveness
Cross-domain (mutual) understanding

Knowledge sharing

Experience, skills and competencies
Job commitment
Employee personality

Job motivation

A constraint while determining the maturity levels was the limitation of assess-

ing communication mentioned earlier; of implying, for example, ‘the more the

better’, or ‘the more interactive the better’, or ‘the faster the better’. Communi-

cation is difficult to assess, since it means different things to different people.

Added to this, one cannot definitively state whether one instance of communi-

cation is better than another instance, since communication processes are highly
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5.4 METHOD DEVELOPMENT

complex and the relationship between ‘input-and-output variables” cannot be
predefined or predicted to function as a universally applicable, lasting standard.

In view of this, as mentioned earlier, assessing communication in the business—
IT alignment process has two goals. Firstly, to raise awareness of communication,
and, secondly, to engage business and IT personnel and, ideally the organisation
as a whole,in an ongoing reflective learning process. Given this, learning was
identified as the overarching concept for the growth in the maturity levels - grid
columns (see a in Figure 5.2). Learning is a dynamic concept, which emphasises
the constantly changing nature of communication and organisations in general.

While several learning models exist, this study opted to use the ever-popular
model of Argyris and Schon (1978, 1996) and, in particular, their three learning
types as the maturity levels (grid columns) for the method. This corresponds
with the study of Maier et al. (2006) and the arguments of Balhareth, Liu, and
Manwani (2012). In addition, like Maier et al. (2006), an extra preliminary level
was added to cater for instances where organisations did not reflect on their
communication practices or did not perceive this to be important.

In total, four maturity levels were identified and included in the construction
of the method®. These maturity levels are as follows:

MATURITY LEVEL 1: NO ACTION
Describes situations where the organisation (or the participants) does not
reflect on the factor in question or communication (i.e., they either do not
think about the factor or only seldom; or do not perceive it as important).

MATURITY LEVEL 2: CHANGE OF ACTION
Corresponds with the first learning type described by Argyris and Schon
(1996), and points out that some action needs to be taken to correct a short-

coming but, other than that, tasks are carried out as usual.

MATURITY LEVEL 3: CHANGE OF ACTION & ATTITUDE
Matches the second learning type described by Argyris and Schon (1996);
the organisation (or the participants) at this stage modify its actions, as
well as thinking critically about existing norms, procedures, policies and

objectives that govern its actions. This means that it not only corrects a

The reader is referred to Bandura (1977). Parallels can be drawn between the maturity levels in
this study and the degree of observation and the observer, based on the system-theoretic and
cybernetic concept of ‘observation’ (Von Glasersfeld, 1989). They can also be paralleled to the
stage of system development, based on Willke (1994, 2000) (Level 1: Demarcation and specialisation;
Level 2: Structure and ‘process regulation’; Level 3: Reflexion, and Level 4: Genesis). Lastly, they can
be compared to the maturity levels of the information security competence maturity model
proposed by Thomson (2003).
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mistake once, but also takes the general situation that led to a shortcoming

into consideration.

MATURITY LEVEL 4: CONTINUOUS ADAPTATION
Corresponds to the third learning type described by Argyris and Schon
(1996). It signifies a stage during which employees (a) are aware of the
influence of a given factor on communication and (b) continuously check
to see whether things are handled appropriately for the given situation.

5.4.2.3 Cell Descriptions

After identifying the 25 influencing factors (rows in the maturity grid) and the
maturity levels (columns in the maturity grid), the textual content of the cells
was composed (see c in Figure 5.2).

For each cell, taking into account the unique combination of factor and ma-
turity level, a relevant cell description was drafted that was indicative of the
factor’s maturity at that level. In this way, the aim was to define the extent to
which the organisation, from the participant’s point of view, was aware of the
influence, relevance, and prominence of the factor in question.

In drafting this text, the intention was to use the correct terminology and
keep the descriptions as simple as possible. Having formulated the cell descrip-
tions, the study, using a separate survey, subsequently elicited feedback from
the participants of the Delphi study, which essentially added a fourth round to
the Delphi study. Based on the recommendations and comments made by these
participants, several cell descriptions were refined.

Table 5.1 offers an extract of the maturity grid, in particular its environmental
factors and their associated descriptions, to provide a snapshot of the ultimate
outcome of the development phase. Note that a full explanation of the maturity

grid can be found in a later section.

5.4.2.4 Administration Mechanism(s)

Subsequently, after having addressed the influencing factors (grid rows), matu-
rity levels (grid columns), and cell descriptions, a fully populated maturity grid
was developed.

Subsequently, this study had to address the way the assessment’s audience of
participants would use the maturity grid to capture the current and desired com-
munication states; that is, the state of communication currently existing among

the personnel in the business and IT functions of an organisation. Several mecha-
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nisms and approaches to achieve this were investigated, but ultimately Maier et
al.’s (2006) proposal was followed to include two columns on the right-hand side
of the grid. The first additional column allowed participants to record a maturity
level for each factor indicative of the current maturity (according to them) expe-
rienced within the organisation, domain, or team. The second column allowed
participants to enter a desired or ideal maturity envisaged.

These new data entry cells essentially converted the maturity grid into a 4-
point Likert-type scale survey, allowing an assessment to be made. Participants
from both the business and the IT functions would be required to select a current
and desired maturity from the maturity level descriptions for each factor and
record their opinion(s) in the space provided, thus ultimately assessing their
current and desired states for each factor.

Collectively, these new entry cells catered for data collection during an as-
sessment. The organisation could, in turn, use this data for analysis purposes
and draw various findings and results from it. The exact process as to how this
method would be employed to perform an assessment and how the data would
be analysed is discussed in the following section.

Given the discussion above, a maturity grid to assess communication among
personnel in the business and IT functions of an organisation has been developed
(see Appendix D). The final maturity grid consists of 25 factors that influence
this communication (rows), four maturity levels (columns), and appropriate cell
descriptions (see a, b and c in Figure 5.2). This maturity grid (referred to as
the CAMI method) will allow organisations to capture the current, and desired

communication practices among personnel in their business and IT functions.

5.5 CAMI METHOD: MATURITY GRID EXAMPLE

The CAMI method, the development of which was discussed in the previous
section, consists primarily of a paper-based ‘maturity grid” sheet”. The full ‘grid’
sheet can be found in Appendix D.

The maturity grid sheet consists of the following items:

1. influencing categories

2. influencing factors (rows)

Although the CAMI method is presented as a paper-based artefact within this thesis, an elec-
tronic version is available and was made use of during the case study presented in the follow
chapter.
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5.5 CAMI METHOD: MATURITY GRID EXAMPLE

3. four levels of maturity (columns)

4. cell descriptions

5. two scoring columns, one for the ‘current’, one for the ‘desired’ situation
6. references for scoring.

To illustrate the purpose of these items, the composition of the environmental
factors will now be explained in more detail (see Table 5.1).

The influencing factors are grouped into four different influencing categories,
which have been extracted from the literature (see §5.4.2.1) and include: (i) en-
vironment, (ii) organisation, (iii) business-IT function (team), and (iv) personnel. The
example, given by Table 5.1, resides in the environment category.

In the most current version of the maturity grid sheet, there are 25 influencing
factors. For the full list of factors, see Appendix C. Looking at the example here,
there are five factors listed in the rows: ‘legislation’, ‘standards’, ‘best practices
and guidelines’, ‘customers, services and products’, and ‘technological develop-
ments’. Like the selection of ‘influence categories’, these factors are based on an
extensive literature review and the Delphi study (see § 5.4.2).

The above-mentioned environmental factors are defined as follows:

* 1.1. Legislation: Degree to which the organisation adheres to and is knowl-
edgeable about the rules and policies that govern the way it should oper-
ate; typically for a specific activity (e.g., Protection of Personal Information
Bill (POPI), Electronic Communications and Transactions Act (ECTA), Sarbanes-
Oxley).

* 1.2. Standards: Degree to which the organisation adheres to and is knowl-
edgeable about both business standards, such as ISO goo1, and IT stan-
dards, such as ISO/IEC 27002 and ISO/IEC 38500.

* 1.3. Best Practices & guidelines: Degree to which the organisation adheres
to and is knowledgeable about both governance best practices, such as
the King III Report on Corporate Governance and the the OECD Principles of
Corporate Governance, and IT best practices, such as COBIT 5 and TOGAF.

* 1.4. Customers, services and products: Degree to which the organisation is
knowledgeable and shares information about the needs and demands of

customers, service and\or products.
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5.5 CAMI METHOD: MATURITY GRID EXAMPLE

Maturity Levels
1 2 3 4
Factor / Process No Action Change of Action Chanietgilﬁlcetlon & CXE:;?SES Current | Desired
We regularly and
We somewhat know We know about C(a)lr:(t)luntut(;\tiy ::llek
Tt We seldom think about them, but do them, but only .
Legislation regularly adjust our [1 []
about them. not know how to apply them .
anply them artiall business models
PPy : P ¥ and processes to
align with them.

Table 5.2: Example of Factor Row (‘Legislation’)

¢ 1.5. Technological developments: Degree to which the organisation is knowl-
edgeable and shares information about the advances, improvements, and

alterations to technology in the market.

For each of these factors, there are four maturity levels. The definition of these
maturity levels (1—4) is as follows:

* Level 1: No action

* Level 2: Change of action

* Level 3: Change of action and attitude
* Level 4: Continuous adaptation

Please refer to § 5.4.2.2 for a more detailed description and explanation of these
maturity levels. In addition to the ‘type of learning’, there are two qualifying
criteria for each level: ‘degree of awareness’ and ‘degree of change’. In some
cases, not all criteria are addressed simultaneously.

The individual cell descriptions are based on a unique combination of factor
and maturity levels. In these descriptions, the aim was to define the extent to
which the organisation, from the participant’s point of view, was aware of the
influence, relevance and the prominence of the factor in question. To explain
this further, consider the cell descriptions for the factor ‘legislation’. Italic quotes
refer to the cell descriptions (see Table 5.2).

For Level 1 ('No action’), the cell description reads, “We seldom think about
them.” In this instance, the organisation (as perceived by the participant) regards
legislation to be neither important nor influential to the communication between
business and IT personnel.

For Level 2 (‘Change of action’), the cell description states, “We somewhat know
about them, but do not know how to apply them”. Here, legislation does have a

prominence in the organisation, but its exact relevance and importance is not yet
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known. Therefore, some awareness raising and learning has taken place. How-
ever, the attitude of the organisation still needs improving.

For Level 3 (‘Change of action and attitude’), the cell description reads, “We
know about them, but only apply them partially.” In this instance, there is change in
action as well as the general outlook (attitude) on how to approach legislation.
The organisation is starting to consider its relevance, prominence and influence
on communication between business and IT personnel. Therefore, its level of
awareness has increased and so too its attitude towards legislation. However,
this has not yet formed part of the status quo.

For Level 4 (‘Continuous adaptation’), the cell description states, “We regularly
and continuously talk about them. We regularly adjust our business models and pro-
cesses to align with them.” Accordingly, the organisation holds a general attitude
of continuous adaptation to legislation. That is, legislation is driving the commu-
nication between business and IT personnel. In addition, personnel are aware of
how this particular factor affects communication, realise when a change needs
to occur and implement an adequate solution.

Apart from these cell descriptions, the last two columns in the grid sheet are
allocated to the participant’s own assessment of the maturity level for each factor,
with one column being assigned to the current and one to the desired state. To
further clarify the perspective to enable scoring, a written sentence was added
underneath the heading of the grid sheet (influencing category). This indicates
whether the participant should respond for the business or IT functions s/he
resides in, for him or herself, or for the organisation as a whole, while allocating

scores to each factor. This ensures a common reference point.

5.6 CONCLUSION

The primary aim of this chapter was to describe the design and development
of the assessment method, termed the ‘Communication Alignment Maturity Im-
provement (CAMI) method’. To do so, it firstly specified the requirements for the
assessment method; secondly, it introduced the chosen approach for develop-
ment, namely a maturity grid-based approach and, thirdly, described how this
approach was applied to develop an assessment method for communication in
business—IT alignment.

This chapter specified the target audience, as well as the requirements for the
assessment method. It further discussed various approaches that were consid-

ered in obtaining solutions and presented an argument for the approach eventu-

118



5.6 CONCLUSION

ally chosen, namely, a maturity grid-based approach taken from the discipline
of engineering design (Maier et al., 2006). In so doing, it became clear that the
target audience for the assessment method would be personnel residing in the
business and IT functions of organisations, although the ultimate outcome of the
assessment would be used by the organisations” executive management.

In terms of the requirements, the chapter specified that the aim of the method
was to assess the current communication practices, raise awareness among per-
sonnel, and identify improvement opportunities for these practices. To this ex-
tent, the method had to

1. address communication between either specific business functions and IT
or all of them

2. offer the output needed to enable and support reflection on communication
within the business-IT alignment process

3. assist in raising awareness of communication in business-IT alignment
4. be easy and quick to use for deployment in industry

5. enable quick analysis and interpretation of results without prior knowl-
edge

6. accommodate a variety of factors influencing communication in the business—

IT alignment process

7. provide a mechanism for (self-) assessment; in particular to enable person-
nel residing in the business and IT functions to choose the current and
desired communication states themselves

8. show degrees of growth within the factors, since different personnel might

perceive the communication situation in different ways

9. account for the fact that one cannot measure communication objectively,

yet provide for inter-subjectively valid ranking

10. provide an opportunity for subsequent discussion among personnel resid-

ing in the business and IT functions.

Given these requirements, several approaches where explored to identify which
would be most suitable for developing the assessment method. Approaches con-

sidered included interviews, observation, critical incident analysis, focus groups,
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checklists, diary studies, and the maturity grid-based approach. While some par-
tially addressed the requirements, upon inspection only the maturity grid-based
approach was seen to cater for them all. Consequently, the chapter proceeded to
discuss what the chosen approach entailed as well as the general grid construc-
tion process.

The chapter went on to explain that maturity grids are variants of the matu-
rity approach. While having some commonalities with maturity models, they
differ in their construction and use. For example, while maturity models require
multiple aspects, or factors, to mature simultaneously before progressing along
the maturity scale, a maturity grid allows each aspect factor to mature inde-
pendently. Therefore, one may interpret a maturity grid as a collection of sep-
arate sub-maturity models with each focusing on a single area of interest. The
chapter continued by explaining that a maturity grid is structured around a ma-
trix, which creates a series of cells by allocating (a) levels of maturity [columns]
against (b) several key aspects or key activities [rows]. The cells then contain (c)
text descriptions of typical performance at different levels of granularity.

When it came to the construction of a maturity grid, a proposal by Maier et al.
(2011) was explored, namely, a detailed roadmap or methodology for developing
maturity grids. This proposal is based on their comparison of extant maturity
grids and their field experience, and consist of four generic phases: planning,
development, evaluation, and maintenance. Each phase in turn consists of sev-
eral steps, or decisions, that have to be taken using a single, or combination of,
appropriate research method(s).

Given the choice of the maturity grid-based approach and the viability of
using the above-mentioned roadmap, the chapter next described the design and
development of the CAMI method. In particular, it explained how underlying
elements of the assessment method were identified using a Delphi study, as well
as the way in which these elements were combined into a holistic model, and
finally, how this was transposed to construct a maturity grid. In so doing, the
primary objective of this thesis was met.

The chapter concluded by discussing an example of the CAMI method; explain-
ing its inner workings and offering an overview of the ultimate outcome of the
development phase. To this extent, an extract of the environmental factors of the
method was depicted and explained. Note, however, that the exact application
of the method in performing an assessment is yet still unknown. The following
chapter will introduce this to the reader.

120



5.6 CONCLUSION

The next chapter marks the start of the fourth part of this thesis, namely, the
demonstration and evaluation of the assessment method. It will firstly explain
how the CAMI method will be used to perform a communication assessment in
business—IT alignment, that is, by means of a process model. Secondly, it will
share evidence of the method’s application in a public sector organisation, by
demonstrating the use of the method in a practical setting. In particular, the
selection of the public sector organisation will be discussed, as well as the way
in which the process model was followed and executed, and finally, what the
resultant findings of the assessment were.
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DEMONSTRATION AND EVALUATION



METHOD USAGE AND APPLICATION

“A pinch of probability is worth a pound of perhaps.”

— James Thurber (Inspirational, 2015)

This study has established a method for evaluating communication in business—IT align-
ment. This method, referred to as the CAMI method, entails a maturity grid consisting of
25 factors that influence the communication (rows) and four maturity levels (columns).
The grid allows organisations to capture, assess and, subsequently where applicable, im-
prove the communication practices among personnel in their business and IT functions.
This chapter firstly explains how the CAMI method will be used by organisations to
assess communication in business—IT alignment. This will be accomplished through a
process model. Secondly, it shares evidence of the method’s application in a public sector
organisation; that is, it demonstrates the use of the method within a practical setting.
In particular, the selection of the public sector organisation will be discussed, as well as
the way the process model was followed and executed and, finally, the findings of the
assessmernt.

6.1 INTRODUCTION

The problem identified in this study is that despite the fact that communication
between business staff and IT personnel is vital in achieving business—IT align-
ment, there is a lack of approaches, methods, and tools whereby organisations
can explicitly capture, assess and ultimately improve such communication. With-
out such guidance, organisations are likely to continue experiencing communi-
cation difficulties and may have no way of identifying, analysing or remedying
communication-related problems (B. Campbell et al., 2005; Cybulski & Lukaitis,
2005).

Consequently, the Communication Alignment Maturity Improvement (CAMI)
method developed in the previous chapter provides a method by which organ-
isations can capture, assess, and improve the current communication practices
among personnel in their business and IT functions. Despite the design and
development details that have already been discussed, the exact application and
performance of the method remains unknown. Moreover, the method has not yet
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been demonstrated to solve one or more instances of the problem. However, as
Peffers et al. (2007) state, demonstration of the socio-technical artefact qualifies
as a crucial step in the research process of a design science project (see Figure
4-3).

In light of the above, the purpose of this chapter is now to demonstrate the
CAMI method and to share evidence of its use in a practical setting (see Figure
4.4). To do so, it firstly offers a process model that graphically depicts the phases
and steps involved in using the method to perform an assessment. Secondly;, it
demonstrates the use of the method in a practical setting.

These and related issues will be discussed further in this chapter as follows:
Firstly, the way in which the CAMI method will be used to perform a commu-
nication assessment in business-IT alignment will be explained. This will be
achieved by sharing a process model, which consists of several phases and ac-
companying steps (§6.2). Secondly, it shares evidence of the method’s applica-
tion in a public sector organisation; that is, it demonstrates the use of the method
in a practical setting. In particular, the selection of the public sector organisation
will be discussed, as well as the way the process model was followed and exe-
cuted and, finally, the resultant findings of the assessment (§6.3). These issues
will be summarised and conclusions drawn at the end of the chapter (§6.4).

6.2 USING THE CAMI METHOD: A PROCESS MODEL

The previous chapter described the development and creation of the CAMI method.
This section now clarifies the way in which an organisation would go about utilis-
ing it to perform an assessment of the communication between the business and
IT personnel. In particular, it explains the mechanics of the assessment, while
also looking at the context of its use. This will be accomplished with a process
model.

The term “process model” is used in various contexts. For example, in busi-
ness process modelling the enterprise process model is often referred to as the
business process model (Mendling & Strembeck, 2008). In design science, pro-
cess models are often used to describe the steps and phases involved in per-
forming some activity. For example, Peffers et al. (2006) established a process
model to depict the steps needed for the successful execution of a design science
project. Process models typically track what actually happens during a process.
In addition, they specifically share the sequence in which the steps should be
performed (Rolland, Prakash, & Benjamen, 1999). As with most processes, these
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models typically start with some input, then a processing phase, and finally an
output (Hommes & Van Reijswoud, 2000).

Taking the above into account, this study designed and developed a process
model to depict graphically the steps and phases involved in applying the CAMI
method. In other words, a model was devised to show the input(s), processing
and output(s) of an assessment using this method. For an overview of this model,

see Figure 6.1.

External Constraints & Support

Communication Alignment Maturity

Improvement (CAMI) Assessment ’ Intervention

Catalyst / Trigger —P»

T Influence / Measure

________________________ | Impact

I
feoremoneens Factors | Personnel Function / Domain Organisation [ SRR,
| (Team) !

Internal Organizational Setup & Constraints

Figure 6.1. Overview of CAMI Assessment Process

The diagram above is a simplified representation of both the steps an organ-
isation would take to perform an assessment using the CAMI method and the
context of its use. It describes a dynamic, iterative process that starts with a cat-
alyst or trigger that can originate from inside or outside the organisation. This
catalyst motivates an organisation to perform the assessment, and when effective,
will raise awareness and increase the understanding of communication among
the organisation’s business and IT personnel as part of business-IT alignment.
It will detect those current communication practices that are troublesome and
those functioning effectively. This, in turn, will allow the organisation to identify
or devise some change interventions to improve the practices.

The simplified diagram merely acts as a starting point; this section now aims
to expand on it to offer further insight into the assessment process and its context.
The remainder of this section explores the catalyst or trigger to the assessment
in detail, (§6.2.1) and then investigates the phases and steps an organisation
would follow to perform the assessment (§6.2.2). Finally, it examines the possi-

ble change interventions that may be required to improve the communication

125



6.2 USING THE CAMI METHOD: A PROCESS MODEL

practices (§6.2.3). The intention is, by the end of the section, to have developed
and shared a fully detailed process model (§6.2.4).

6.2.1 Trigger/Catalyst (Input)

The catalyst in the process model (see Figure 6.1) represents the particular trig-
ger that will initiate the need for an organisation to perform the assessment.
Although organisations might perform the assessment spontaneously, perhaps
simply to ensure a fruitful working environment, this is unlikely, as inadequate
communication is usually the cause of a problem, the problem itself or even
is symptomatic of a problem (Maier et al., 2004). Essentially, what the process
model emphasises is a catalyst is usually necessary to stimulate the organisation
to consider and discuss communication-related problems. Once this occurs, it
will induce the organisation to perform a communication assessment using the
CAMI method.

Based on an adaptation of the work of Figueroa, Kincaid, Rani, and Lewis
(2002), four potential catalysts or triggers may be discerned that will initiate the
requirement for performing an assessment (see Figure 6.2).

These catalysts or triggers include the following:

Catalyst / Trigger

Internal Stimulus

Change Agent

Policies
(External)

Vision
(Internal)

Figure 6.2. Catalysts to a CAMI Assessment

These catalysts or triggers entail:

1. An internal stimulus — it may be that many IT projects are not on time,
or are over-budget, that business and IT personnel are not communicating
properly or are criticising each other, and that the business and IT strategies
are not effectively aligned, and are not supporting each other.
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2. A change agent — typically, a consultant or researcher may visit the organisa-
tion to initiate a discussion on problems experienced. Alternatively, a local
leader may suggest that personnel need to improve their current commu-

nication practices.

3. Policy changes — it may be that changes in business or IT best practices, such
as COBIT 5, prompt it to act; for instance, COBIT 5’s new goals cascade may
prompt an organisation to investigate its communication practices, thus
ensuring that its personnel communicate adequately, and share business

and IT goals.

4. Vision changes — these may stem from executive management or the board of
directors issuing specific requirements for the organisational staff. It could
be that a new directive or policy stipulates that business and IT personnel
should communicate more or, perhaps, that they should aim to nullify any

misalignment between them.

6.2.2  Assessment Phases & Steps (Process)

The central box of the simplified model (see Figure 6.1) depicts the assessment it-
self; that is, what the organisation would need to do after a particular trigger has
initiated the need for them to perform an assessment. Performing an assessment
using the CAMI method involves a sequential process or series of three phases,
each with a number of steps (see Figure 6.3). An organisation would need to ex-
ecute these to perform the assessment. Either an in-house facilitator or external
consultant could help the organisation with this.
The assessment process comprises three phases, namely:

1. planning and data acquisition
2. data processing and analysis

3. outcome reporting and strategising.

Each of these phases will now be discussed individually in more detail. In
particular, their associated steps will be explored and mention made of how

they should be executed by an organisation.
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Communication Alignment Maturity Improvement (CAMI) Assessment Process

Phase 1: Planning & Assessment

Step 1.1. Recognition ) Step 1.2. Choose ) Step 1.3. Identification ) Step 1.4. Data Acquisition

of Catalyst Specific Interface of Stakeholders (Paper or web-based)

Phase 2: Data Processing & Analysis
Step 2.1. Data . o | Step 2.3. Prioritization
Processing —®{ Step 2.2. Gap Analysis > & Ranking
Phase 3: Outcome Reporting & Strategizing
Step 3.1. Analysis - . Step 3.3. Improvement
Report - Step 3.2a. Presentation [—® Step 3.2b. Workshop [—| Planning (Action Plan)

Figure 6.3. CAMI Assessment Process: Phases and Steps

6.2.2.1 Phase 1: Planning and Data Acquisition

In phase 1, the planning and data acquisition phase, the first step involves having
the organisation recognise the catalyst or trigger. Based on this, the second step
would commence, where the organisation will need to decide in which func-
tion(s) within its structures (i.e., human resources and IT, or finance and IT)
to conduct the assessment. Perhaps the trigger suggests that a communication
problem exists throughout the entire organisation, in that all business units are
struggling to communicate with IT, or vice versa. On the other hand, it might
be merely a localised problem in that it occurs only between the finance and
IT function(s), for example. Once the location of the problem has been decided,
the organisation will proceed to step three, where it will need to identify and
approach the personnel in these functions to agree to become the assessment par-
ticipants. This is a vital step, since these individuals (the assessment participants)
will be directly involved in the fourth and, final, step.

During the fourth step, the participants will complete the maturity grid survey
anonymously, as explained in the previous chapter. Here either an in-house or
an external facilitator will ask the participants from the different functions to

award a maturity score from one to four to each of the 25 factors® with respect

These 25 factors are those that the Delphi study participants concluded were adequate for the
purpose, and capture the most critical factors influencing communication between business and
IT personnel. They cover environmental, organisational, functional or domain, and individual
factors according to a socio-technical system perspective. These factors correspond with the top
and bottom boxes of the simplified model.
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to their current and desired states — that is, for the communication practices
occurring between the applicable business and IT functions. They will do this
using a survey, based on the maturity grid* (see Appendix E).

6.2.2.2  Phase 2: Data Processing and Analysis

The data gathered from the participants (phase 1) feeds into phase 2, the data
processing and analysis phase. As a first step, the facilitator or a designated person
will collect and enter the collected data into a simple Excel application prepared
by the researcher3. During data capturing, each participant will have indicated
within which function s/he operates (e.g., IT, or business). The facilitator thus
will be required to enter this into the Excel application, allowing it to group the
data received from the different functions. Subsequently, using various built-in
formulas and calculations, the application will calculate the mean (or averaged)
values* of the current and desired scores for each factor, both per function and
overall. It will then run a gap analysis of the data (second step).

During the second step (the gap analysis), the application calculates the “dis-
tance’ (or delta) between the average scores for the current and desired maturity
of each factor (absolute values of desired minus current). It performs this cal-
culation (cf. Table 6.1) once for all the answers received (overall) and once by
differentiating between the different functions (e.g., business and IT). This of-
fers an indication as to how mature the factors are perceived to be and to what
degree they need to be improved to reach the ‘ideal’ maturity reflected by the as-
sessment participants. Obviously, the greater the ‘distance” between the current
maturity and the desired maturity, the greater the need for intervention would
be.

In addition to this gap analysis, the application also investigates the individual
scores of the participants more closely as this may highlight specific areas of
misalignment. In particular, it compares the current scores reflected per factor
by the business functions with those reflected by the IT function(s) to identify

Although the survey is presented as a paper-based artefact within this thesis, an electronic ver-
sion is available and was made use of during the case study presented later in this chapter.

The Excel application signifies a software tool that the researcher developed, which simplifies
the data processing and analysis phase of the CAMI method. This same tool also greatly reduces
the time it requires for analysis results to be produced in an easily understandable format.
Several aggregation procedures exist that could be used to obtain a single current and desired
maturity level indicator. Using the mean value of a series is most commonly associated with
business—IT alignment assessments, for example Luftman (2000) prescribes its use in his popular
SAM assessment model. Alternatives, although not considered in this study, include using the
mode of a series, or using a heuristic that looks at the relationship between the modes of each
factor against the central tendency given by its medium (Khaiata & Zualkernan, 2009).
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= Overall (N=11) Business (N=8) IT (N=3)
E Factor # - - -
Delta |Current | Desired| Delta |Current|Desired| Delta |Current|Desired
Legislation 11 1.36 2.55 3.91 1.50 2.38 3.88 1.00 3.00 4.00
% Standards 1.2 1.36 2.27 3.64 1.50 2.00 3.50 1.00 3.00 4.00
g Best practices & guidelines 1.3 1.00 2.82 3.82 1.00 2.75 3.75 1.00 3.00 4.00
E Customers, services & products 1.4 1.55 2.18 3.73 1.50 2.25 3.75 1.67 2.00 3.67
Technological developments 1.5 1.27 2.55 3.82 1.50 2.50 4.00 0.67 2.67 3.33
Total 1.31 2.47 3.78 1.40 2.38 3.78 1.07 2.73 3.80
High maturity 0.0 = |x| = 1.0
Moderate Maturity 1.01 = |x| =< 2.00
Low maturity 2.01 = |x|< 3.00

Table 6.1: Example of Maturity Calculation ("Environment” Category)

discrepancies in their perceptions. It does the same for the desired scores in order
to identify discrepancies in their expectations. The hypothesis is that the scores
of the personnel in the business and IT functions should ideally be aligned. This
would ensure they are of the same mind and strive towards a common goal®.

To illustrate this more graphically (see Table 6.2), the application calculates,
for example, the average score for the current maturity (perception) of the Coop-
eration factor among the business and IT personnel. From that, it calculates the
‘distance” or delta between them by subtracting one score from the other. It then
does the same separately for the desired maturity (expectation). These differ-
ences (discrepancies) between the mean scores indicate the extent of the percep-
tion and expectation misalignment, and the resultant need for action planning
by the organisation relating to the specific factor. Obviously, the greater the dif-
ference, the greater the misalignment and the greater the need for intervention
would be.

To allow for ease of interpretation, the application marks these differences
(discrepancies) using a traffic light system®:

* Red. Factors highlighted in red show a difference of between 2.01 and 3.00
between function scores. This means the difference between either the cur-

The comparison approach used by this study for the individual scores most closely aligns with
the matching approach reported by Van Grembergen and De Haes (2009). The matching ap-
proach looks at the difference in rating between two pairs of related items. When there is a high
difference between the ratings of related items alignment is low, and conversely, when there is a
low difference alignment is high.

The ranges or criteria used by this study for the traffic light system closely match those pre-
scribed by Maier (2007). The ranges, however, have been adapted to allow for a wider classifica-
tion. In the future, organisations may decide on their own ranges depending on their personal
preferences.
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Perception Expectation Difference (A)
Level of . i Pefceptinn Ex;?ectation
Influence Factor # Factor / Process Business 1T Business IT Mismatch Mismatch
(Max: A3) (Max: A3)
31 Leadership style 2.13 2.33 3.88 3.67 A 021 @2 021|@
g 3.2 Function (Team) initiatives 2.75 1.67 3.63 3.67 A 108 |(D]a 002 | @
E - 3.3 Cooperation 3.00 2.00 3.88 3.33 A 100 (@] 2 053 | @
;:n_ 5 3.4 Communication style and ease of access 3.13 2.00 3.88 4.00 A 113 (D] a 013 |@
g ~ 35 Liaison(s) breadth & effectiveness 2.63 2.33 3.50 4.00 A 020 |@]| 2 050D
)
Z 3.6 Cross-domain (mutual) understanding 2.25 2.33 3.63 3.67 A 008 @2 002 |@
3.7 Knowledge sharing 2.50 2.67 3.63 4.00 A 017 |@]| 2 o038 | @
Score: A 3.96 A 183
Max: A 21,00 A 21.00

Table 6.2: Example of Score Analysis Calculation ("Function” Category)

rent, or the desired maturity scores for the factor under scrutiny is signif-
icant between functions. For example, business might indicate a current

maturity score of 4.0 for a factor, while IT scores only 1.0.

* Orange. Orange signifies a difference of between 1.01 and 2.00 between

function scores.

* Green. Factors marked green show either no difference or a difference less
than or equal to 1.00. This means the difference between the current and
the desired maturity scores for the factor under scrutiny is small between
functions. This would indicate that the scores of the business and IT par-
ticipants are closely aligned and that there is agreement between them on
the maturity of the factor(s).

While this analysis should alert the organisation to problems and factors that
they can improve on, it may not be immediately apparent what the factors are
that are cause for concern. To identify this, the application also produces an
informative report as a third step to this phase (see Appendix G).

During the third step of this phase, the application sorts the factors from red to
green, in line with the descriptions given above, in descending order according to
their overall current and desired situational differences. The factors that appear
first in the report will either be those where the distance between their current
and desired maturity is largest, or where participants agreed least on either the
current or the desired situation between the functions. Meanwhile, the factors
that appear lower down in the report will be those that achieved better maturity
and/or score alignment.

This same report also includes several graphs, which offer both an overview
and an in-depth graphical analysis of the current and desired situations, and
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the differences in function perceptions and expectations. For example, it depicts
a delta chart (see Figure 6.4), where current and desired score deviations are
expressed as ‘blips” on a line. The larger the ‘blip’, the more the scores deviate
among the business and IT functions. It also presents several radar charts, where
the given scores can be graphically compared by category or influence level (see
Figure 6.5).

This report will offer a wealth of information that will feed directly into the

last phase of the assessment, the outcome reporting and strategising phase.

6.2.2.3 Phase 3: Outcome Reporting and Strategising

Phase 3, the outcome reporting and strategising phase, will start with the facilitator
or responsible person studying the report produced at the end of Phase 2. S/he
will then submit the findings to management or some responsible committee.
An alternative, if not supportive, approach would be to arrange a workshop.
The facilitator could then use the results, together with the report, and present
it to management either verbally with presentation foils, or in a written report.
Having received the findings from the facilitator, either in written or verbal
form, management or the responsible committee should then brainstorm the
results and identity specific improvement opportunities from the findings. They
would have to do so themselves, since the assessment method does not offer
any assistance in this regard. Once this has been done, they could plan how to
instigate improvements and change in the organisation, and draft an action plan

for interventions — the ultimate output of the assessment.

6.2.3 Interventions (Outputs)

The intervention in the process model (see Figure 6.1) represents the particular
mechanism(s) that the organisation would have identified for improving the cur-
rent communication practices between the personnel in the business and IT func-
tions. When implemented, these mechanisms should affect the organisation’s
internal set-up and constraints (i.e., the personnel, function or organisational

factors and their properties — see bottom box of Figure 6.1).
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‘Environment' Category Score Alignment ‘Environment' Category Score Alignment
(Perception Comparison) (Expectancy Comparison)
1.1 Legislation 1.1 Legislation
4.00 4.00

1.5 Technological

1.5 Technological
developments

1.2 standards developments

1.2 standards

1.4 Customers, 1.3 Best practices 1.4 Customers, 1.3 Best practices
services & products & guidelines services & products & guidelines

——Business ICT —— Business ICT

Figure 6.5. Example Radar Charts ("Environment” Category)

Organisations could decide on three different types of intervention? in order to
instigate improvements and change in their communication practices (see Figure

6.6). These interventions include:

Intervention

Structural Changes

Process Changes

Relational Changes

Figure 6.6. Interventions from a CAMI Assessment

1. Structural changes affect the structure of the organisation. They may include
establishing an IT steering committee, changing the reporting line of the
head of IT (or CIO), or, perhaps, decentralising the IT function to work
more closely with the business staff.

7 These interventions, surprisingly, match those of IT governance. However, this is not new. Van
Grembergen and De Haes (2009), for example, have reported that IT governance and business—IT
alignment are closely related. In particular, they state that the ultimate outcome of IT governance
is the proper alignment of IT with the business. Similarly, COBIT 5 (ISACA, 2012b), a popular
IT governance framework, also refers to this inter-relationship. Hence, one would expect that IT
governance and its mechanisms could affect not only business-IT alignment as a whole, but also
its subsets — in this case, the communication practices between business and IT personnel in an
organisation.
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2. Process changes directly affect the processes that the organisation is employ-
ing between the business and IT personnel. These may include redefining
the business and IT strategic planning processes to ensure that both busi-
ness and IT personnel have equal input to strategies. It further entails that
the board of directors revisit and improve service level agreements between
the business and IT functions, and lastly, that they consider introducing or

adapting project governance and project portfolio management.

3. Relational changes affect the personnel and their interrelationships more
closely. These may include offering staff training or co-locating business
and IT personnel to work more closely in a physical location within the
organisation; alternatively, executive management could be required to set
a good example, with senior business and IT management acting as ‘part-

ners’.

Once an organisation has implemented the intervention(s) identified, the CAMI
assessment will be complete. However, as the simplified process model suggests
(see Figure 6.1), over the course of time a new trigger or catalyst may again
present itself. The organisation could then redo the assessment, possibly iden-
tify new problems, and apply additional intervention(s). This process would
repeat itself until the organisation is satisfied that the current communication
practices between the personnel in the business and IT functions are effective
and appropriate. That said, the organisation should ideally still perform the as-
sessment periodically to ensure that everything is as expected, even though no

new problems may have surfaced.

6.2.4 Putting It All Together

The previous sections explained the simplified process model (see Figure 6.1)
to offer further insight into the CAMI assessment process and its context. They
tirstly explored the catalyst or trigger to the assessment (see §6.2.1) in detail.
Here, four potential catalysts or triggers were identified that could initiate the
requirement for performing an assessment (see Figure 6.2). Secondly, the phases
and steps an organisation would follow to perform the assessment were investi-
gated (see §6.2.2). An assessment using the CAMI method involves a sequential
process or series of three phases, each with a number of steps (see Figure 6.3).
Finally, the likely change interventions that could be required to improve the

communication practices were examined (see §6.2.3). Here, three different types
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of interventions that an organisation could decide on to instigate improvements
and change in their communication practices were discussed (see Figure 6.6).

These discussions were intended to assist in the development of a fully de-
tailed process model. Having outlined the necessary details, Figure 6.7 now
shares the complete process model. Note that the overarching concept(s) it con-
tains still parallel the simplified model; the difference being that this new dia-
gram includes the full details afforded by the aforementioned sections.

To conclude, there is a definitive process to follow when performing an as-
sessment using the CAMI method. As the detailed process model shows, the
method’s application can best be described as a dynamic, iterative process in-
volving several phases and steps; that is, a process that requires an input (a
trigger), processing (the assessment) and culminates in an output (an interven-
tion). To ensure that organisations perform each of these phases and steps with
ease, both a survey and an Excel tool have been designed and developed to

accompany the method. These assist to simplify the assessment process.

63 METHOD APPLICATION: A CASE STUDY

While the previous chapter described the design and development of the CAMI
method, and earlier sections outlined its application, this section now presents
the next phase of the assessment method’s iterative development; i.e., demon-
stration.

Case study research has long had a prominent place in many disciplines and
professions, ranging from psychology, anthropology, sociology and political sci-
ence to education, clinical science, social work and administrative science (Baxter
& Jack, 2008). A case study may be defined as a research method where an em-
pirical inquiry is made to analyse persons, events, decisions, periods, projects,
policies, institutions or other systems (Creswell, 2007). Thomas (2011) explains
that a case, that is, the subject of the inquiry, will often be an instance of a class
of phenomena that provides an analytical frame — an object. It is then within
this object that the study is conducted and within which the case is illuminated
and explicated. A key characteristic, however, is that the case resides within its
real-life context and is typically analysed holistically (Creswell, 2007). Yin (2013)
extends this by stating that a case analysis might involve studying a single case,
or multiple cases, depending on the generalisability of the analytical frame(s).

Taking the above into account, this study opted to conduct a single case (in-

depth) study at a public sector organisation in South Africa. The intent hereof
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was to demonstrate the method’s application and provide a concrete example
of the scope of possible analysis options discussed in the previous section. Note
that multiple cases could not be investigated since no two organisations operate
the same and the communication practices that exist among their business and
IT personnel would differ.

The following items pertaining to the case study will be discussed in the re-
mainder of this section: Firstly, some background information about the public
sector organisation will be shared (§6.3.1). Secondly, the purpose of the assess-
ment and the process that was followed will be explained (§ 6.3.2). Specific refer-
ence will be made to how the earlier given process model was applied. Thirdly,
the results and findings forthcoming from the assessment will be shared (§6.3.3)

and, lastly, the recommendations for change interventions will be discussed
(§6.3.4).

6.3.1 Background

Using convenience sampling, a public sector organisation — that is, a district
municipality — in South Africa was approached to perform a communication
assessment using the CAMI method®. This formed part of a larger research project
and was based on a long-standing relationship with the entity.

District municipalities administer and make rules for a district, which includes
more than one local municipality. In essence, a district municipality and under-
lying local municipalities share the responsibility for local government in their
areas and are obligated by law to ensure that all communities, particularly disad-
vantaged communities, have equal access to resources and services. A primary
function of a district municipality is to help those local municipalities that do not
have the necessary capacity (finances, facilities, staff, or knowledge) to provide
services to their communities.

The particular district municipality that was approached had a series of func-

tions and ongoing projects, namely

The public sector organisation had known business-IT alignment discrepancies, especially in
regards to the communication among its business and IT personnel. Based hereupon, the or-
ganisation was selected given that this research would hold particular benefit to its business-IT
alignment improvement strategy, and would assist the originating university in continuing and
growing its engagement with the entity. Note that a leading automotive organisation was also
approached, but the CAMI survey responses did not yield sufficient data for analysis purposes
(see §7.4.2). That said, the communication situation in one organisation would differ from that
in other organisations. The intent of this demonstration was to perform an immediate proof-of-
concept validation, the case study of the public sector organisation suffices; but additional case
studies would need to be conducted in future for further validation and evidence.
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* ensuring integrated development planning for the whole district
¢ developing and maintaining waste disposal sites

* acting as an agent for provincial government to maintain road infrastruc-

ture
¢ facilitating municipal health services
¢ facilitating fire-fighting services
* controlling the fresh produce markets
¢ promoting local tourism.

Many, if not all, of these projects depended heavily on the adequate imple-
mentation and operation of IT in the organisation. Hence, the executive manage-
ment expressed a definitive need for business—IT alignment, including proper
communication in accordance with this study. This coincided with recent policy
approved by Cabinet in November 2012, known as the Public Service Corporate
Governance of ICT Policy Framework (Department of Public Service and Adminis-
tration, 2012).

This policy necessitates that both district and local municipalities institution-
alise corporate governance of IT as an integral part of their corporate gover-
nance practices. This means that they have to plan and implement the alignment
between their strategic goals and IT strategy, which includes attaining proper
communication between the municipality’s business and IT function(s).

Given this policy and the requirement for ensuring proper communication
in business-IT alignment, the particular district municipality showed interest in
performing a communication assessment using the CAMI method, because com-
munication problems were becoming commonplace between the municipality’s
business and IT function(s). Having identified the trigger/catalyst for an assess-
ment, the district municipality was approached for an initial workshop. During
this workshop, their executive management and staff decided on the scope of
the assessment, the people that would be involved, and the envisaged period
over which it would extend. A week later, they gave their buy-in and consent to

commence with the assessment.
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6.3.2 Assessment Purpose and Process

The purpose of the assessment, in accordance with the previous section, was to
ascertain whether the organisation was managing the (human) communication
between the personnel in its business and IT functions fairly, efficiently and
effectively in order to ensure sound business—IT alignment.

With this in mind, the specific objectives of the assessment were to (a) evalu-
ate the current and (b) desired state of communication, and issues pertinent to it,
among the personnel. Furthermore, (c) to identify potential areas for improving
the existing communication situation and, (d) ultimately, raise awareness and as-
sist their executive management to make informed strategic decisions for action
planning and change management.

Given the widespread use and dependence on IT in the organisation, the ex-
ecutive management indicated that all the departments and functions would
form part of the assessment. Eleven personnel operating in the business-related
(8) and IT functions (3) of the organisation were approached to participate in
the assessment. These participants had worked at the organisation for several
years, and where familiar with the operations and practices in their respective
functions. Some of the participants represented administrative staff while others
resided in middle to top management.

Once the organisation’s executive management had selected the participants,
each participant was forwarded a web-link to the assessment survey (see Ap-
pendix E). In addition, the purpose and the method (of capturing their percep-
tions of factors influencing communication) were also explained to them. The
survey took the form of anonymous participation, with the only request being
that the participants had to indicate within which core function in the organi-
sation they operated. This allowed the business-related and IT functions to be
compared during the analysis of the data.

In completing the survey, the participants had to choose a maturity score vary-
ing between one and four for each of the 25 factors with respect to their assess-
ment of the current and desired states of communication maturity. They were
reminded to think of their immediate team while answering; this was also writ-
ten below each heading in the survey. At the end of the survey they were also
asked to comment on the content, usability, understandability, ability to cause
reflection, and ability to raise awareness of the survey (see Appendix F and

Chapter 7).
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Once these survey responses (scores) were obtained, the necessary maturity
calculations and gap analysis were performed. On this basis, several findings
could be discerned.

6.3.3 Results and Findings

The main findings of the assessment reflected that, firstly, the current commu-
nication maturity levels between the business and the IT functions were well
aligned at 2.37 and 2.32, respectively. Secondly, the ‘gap” between the overall cur-
rent and the desired maturity levels was high. The district municipality scored
an overall communication maturity score of 2.36 out of a potential score of four
(see Table 6.3). This suggested that the business and IT personnel found the cur-
rent communication situation between them to be above average. However, they
agreed that many improvements were still warranted in certain areas to reach
the desired outcome (3.70).

Overall Maturity Business Maturity (N=8) IT Maturity (N=3)

Delta Current | Desired Delta Current | Desired Delta Current | Desired

1.34 2.36 3.70 1.31 2.37 3.68 1.43 2.32 3.75

Table 6.3: Overall Maturity Calculated Scores

A positive finding was that the business and IT personnel’s current and de-
sired communication maturity levels were similar. This suggested that the busi-
ness and IT personnel perceived and experienced the current communication
situation similarly. They also regarded the ideal communication situation simi-
larly. This finding became particularly evident when investigating the individual
maturity scores given by the respective personnel.

Only a few discrepancies were found among the maturity scores received (see
Table 6.4). Most personnel’s scores corresponded with those of their colleagues
and counterparts. Where score discrepancies did present themselves, these were
mostly minor, as only score differences of between 0.01 and 2.00 were measured
(see the Score Sheet — Score Analysis in Appendix G). Overall, the current (percep-
tion) scores received differed a little more than the respective desired (expecta-

tion) scores.

According to Table 6.4, the ‘Organisation” and ‘Function (Team)’ categories showed

slightly more maturity level discrepancies (categories 2 and 3, respectively). Busi-
ness and IT personnel differed slightly in their scores for the current (perception)
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Category Score Mismatch

Difference (A}

Level of emmdl| @ Pe.rceplinr\ Exp.en:laliur\
Influence Mismatch Mismatch
1 Environment A 229 |G |A 1630
g 2 Organisation A 350 |@|A 196|@
= 3 Function (Team) A 39 @|A 183|@
4 Personnel A 117 (@A 092(@
Score: A 1092 A 633
Max: A 75.00 A 75.00
Detailed Score Mismatch Breakdown
Perception Expectation Difference (AA)
Level of Perception Expectation
Influence Factor # Factor / Process Business T Business. T Mismatch Mismatch
(Max: A3) (Max: A3)
11 Legislation 238 3.00 3.88 4.00 A 083 @A 013|@
E 1.2 Standards 2.00 3.00 3.50 4.00 A 10 @ |A o0s0(@
_g 13 Best practices & guidelines 2.75 3.00 3.75 4.00 A 025 |G |A 025|@
E 14 Customers, services & products 225 2.00 3.75 3.67 A 025 (@ |A o008|@
15 Technological developments 2.50 2.67 4.00 3.33 A 017 (@ |A 067 |@
Score: A 229 A 163
Max: A 15.00 A 15.00
Perception Expectation Difference (A)
e Perception | Expectation
Influence Factor # Factor / Process Business IT Business T Mismatch Mismatch
(Max: A3) (Max: A3)
21 Business involvement in IT strategic planning 2.50 2.33 3.63 3.67 A 017 |G |A 004|@
22 IT invol in strategic 225 2.00 3.63 4.00 A 025 (@A 038|@
2.3 Management style 1.88 2.67 3.50 3.67 A 079 |@|A 017 (@
-g 24 Perception of the role and strategic use of IT 2.38 2.00 3.75 3.67 A 038 |@|A 008|@
i 2.5 Corporate culture 1.838 1.67 3.75 3.33 A 021 |@|A 042|@
2 26 Organisational structure 238 2.00 3.75 4.00 A 038 @A 025|@
2.7 Reporting level of IT function head 2.75 2.00 3.38 3.67 A 075 |G|A 029|@
28 The board & i s IT 225 2.67 3.38 3.67 A 042 |@|A 029|@
25 IT governance archetype 250 233 3.38 3.33 A 017 |@|A 00a|@
Score! A 350 A 196
Max: A 27.00 A 27.00
Perception Expectation Difference (A)
Level of Perception Expectation
Influence | F2ctor# Factor / Process Business IT Business T Mismatch Mismatch
(Max: A3) (Max: A3)
31 Leadership style 213 233 3.88 3.67 A 021 | @|A 01|@
_E 32 Function (Team) initiatives 2.75 167 3.63 3.67 A 108 A 004| @
g _ 33 Cooperation 3.00 2.00 3.88 3.33 A 100 (@ |A 058|@
% E 3.4 Communication style and ease of access. 3.13 2.00 3.88 4.00 A 113 A 013 |@
% - 3.5 Liaison(s) breadth & effectiveness 2.63 233 3.50 4.00 A 029 |G |A 050 (@
: 36 Cross-d. i under di 225 233 3.63 3.67 A 008 |@|A 00a@
3.7 Knowledge sharing 2.50 2.67 3.63 4.00 A 017 |G |A 038(@
Score: A 396 A 183
Max: A 2100 A 21.00
Perception Expectation Difference (AA)
Level of Perception | Expectation
Influence Factor # Factor / Process Business IT Business T Mismatch Mismatch
(Max: A3) (Max: A3)
_ 41 Experience, skills & competence 19 2.7 3.8 3.7 A 079 |G |A 008|@
E a2 Job commitment 24 23 3.6 40 A 003 |@|A 038(@
2
E 43 Employee personality 2.0 2.0 3.8 4.0 A 000 @ |A 025|@
¥ 4.4 lob motivation 20 23 3.9 3.7 A 033 |@G|A 01|@
Score: A 117 A 082
Max: A 1200 A 12.00

Table 6.4: Score Analysis
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and for the desired (expectancy) scores in the ‘Organisation” category. These dif-
ferences appeared to revolve around the Management Style (#2.3); Corporate Cul-
ture (#2.5) and Reporting Level of the IT Function Head (#2.7) factors (see both
charts in Figure 6.8). In general, the business personnel perceived these factors
to be more mature than did their IT counterparts. In contrast, the IT personnel’s

expectations were slightly higher.

'Organisation’ Category Score Alignment 'Organisation’ Category Score Alignment
(Perception Comparison) (Expectancy Comparison)
2.1 Business 2.1 Business
involvement in IT involvement in IT
strategic planning strategic planning
A0 2.2 ITinvelvement in & 2.2 ITinvolvement in
29 I;gho’:te‘?n:nca municipal strategic 29 L‘igﬁ;@mﬁn:& 20b municipal strategic
V! planning V! A planning
2.00
2.8 The board & 2.8 The board &
executive 23 Ma;{l‘?lg:ment executive 1.00 2.3 Masge'\lgeement
management’s IT... - management’s [T... 0.00 -
2.4 Perception of the [ 2.4 Perception of the
2.7 Reporting level 2.7 Reporting level :
role and strategic role and strategic
of IT function head wse of IT of IT function head use of [T
2.6 Organisational 2.5 Corporate 2.6 Organisational 2.5 Corporate
structure culture structure culture
——Business ——ICT —— Business IcT

Figure 6.8. ‘Organisation” Category Radar Charts

The business and IT personnel also differed slightly in scoring the factors in
the ‘Function (Team)” category (see Figure 6.9). It appeared that most of their
differences revolved around Co-operation (#3.3). Similar to the ‘Organisation” cat-
egory, business personnel again perceived the factors in the ‘Function (Team)’

category to be more mature than did their IT counterparts.

'Function (Team)' Category Score Alignment 'Function (Team)' Category Score Alignment
(Perception Comparison) (Expectancy Comparison)
3.1 Leadership style 3.1 Leadership style

4.00 4.00

; 3.00 o § ’ 3{\ ]

3.7 Knowledge 3.2 Function (Team) 3.7 Knowledge 3.2 Function (Team)

sharing initiatives sharing N initiatives
2.00
1.00

0.00

3.6 Cross-domain

3.6 Cross-domain .
3.3 Cooperation (mutual)

(mutual) 3.3 Cooperation

understanding understanding
3.5 Liaisonis) 3.4 Communication 3.5 Liaison(s) -4 Communication
breadth & style and ease of breadth & style and ease of
effectiveness access effectiveness access
——Business ——ICT ——Business ICT

Figure 6.9. ‘Function” Category Radar Charts

After calculating the overall communication maturity, and analysing the indi-

vidual scores, a gap analysis was performed (see Figure 6.10 or Appendix G for
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full analysis). The gap analysis found fourteen factors on which all the person-
nel agreed in terms of the gap between the current and the desired situations.
The personnel agreed on a small gap for two factors: Best Practices and Guidelines
(#1.3) and IT Governance Archetype (#2.9) factors. This suggested that these two
factors were considerably mature in the municipality. Meanwhile, the personnel
regarded the other twelve factors as showing a moderate gap (between 1.00 and
2.00).

The gap analysis uncovered several factors where the business personnel rated
them lower in maturity, as opposed to their IT counterparts. These factors in-
cluded aspects relating to Legislation (#1.1); Standards (#1.2); Technology Devel-
opments (#1.5); Management Style (#2.3); Council and Management’s IT "Savviness’
(#2.8) and Experience, Skills, and Competence (#4.1). It is of importance to note that
three of these discrepancies related to the environment within which the mu-
nicipality operates. In retrospect, the business personnel might have perceived
the maturity of these factors differently because they work with them, and are
affected by them every day. Therefore, they might have overlooked their impor-
tance and influence. Nevertheless, these discrepancies did suggest the need for
further investigation.

The gap analysis also uncovered several factors that business personnel rated
higher in maturity than did their IT counterparts. For example, the IT personnel
perceived the Reporting Level of the IT Function Head (#2.7) to be less appropri-
ate than did their business counterparts. They also considered the maturity of
Function (Team) Initiatives (#3.2) differently. The IT personnel expressed that they
had little input to the municipal initiatives. While this comment was warranted,
they did propose that business personnel should afford them the opportunity to
share their ideas and instigate some initiatives (albeit jointly).

An area of concern was that the gap analysis highlighted a discrepancy re-
lating to Co-operation (#3.3), with the IT personnel perceiving the level of co-
operation to be less mature than did their business counterparts. These results
were similar to those of the Communication Style and Ease of Access (#3.4), and
Liaison(s) Breadth and Effectiveness (#3.5) factors. Given that these aspects play a
vital role in the alignment process, it was essential that these discrepancies form
part of further investigation and improvements.

To summarise, the assessment highlighted that the current communication sit-
uation in the district municipality among its business and IT personnel was quite

positive. Despite this, some improvements were warranted specifically with re-
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gard to factors in the ‘Organisation’ category, such as Corporate Culture (#2.5), and
the ‘Function (Team)” category, such as Co-operation (#3.3).

6.3.4 Recommendations

Having completed the assessment using the CAMI method, the aforementioned
results and findings were presented at a follow-up workshop on the premises
of the district municipality. Subsequent to the workshop, a written report was
prepared and sent to the executive management. The report included a brief
description of the method and application process, the key results and several
recommendations.

Based on the findings, the following five recommendations were suggested to
the executive management of the district municipality:

¢ The executive management could arrange a workshop with the senior busi-
ness and IT personnel to discuss the discrepancies and areas of concern
highlighted in the above findings. In particular, a discussion on the under-
lying ‘Organisation” factors and those relating to the status of Co-operation

(#3.3) among the business and IT functions could be beneficial.

¢ Both business and IT personnel perceived that the Management Style (#2.3)
and Corporate Culture (#2.5) did not fully support free and open communi-
cation between them. Given the obvious importance of this, the executive
management may want to alter the management style used and instigate
corporate cultural change to assist and facilitate such free and open com-
munication.

¢ The IT personnel indicated that they often had little input to the municipal
goals, mission, and initiatives. Consequently, the executive management
may wish to investigate ways of giving IT members an opportunity to
voice their ideas and, as such, to initiate municipal initiatives (albeit if only

jointly with the business functions).

* The business personnel indicated that their level of IT experience, skills,
and competence sometimes hindered their adequate interaction with the
IT members and the subsequent understanding of such interactions. The
executive management may want to investigate approaches whereby they
could improve business personnel’s understanding of IT, the role of the
IT function, and its current initiatives. The same is also true for the IT
personnel and their knowledge of the business-related functions.
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6.4 CONCLUSION

¢ While the perceived communication maturity is well aligned among the
business and IT personnel (2.37/2.32), it is still low as both parties aspire to
a desired maturity level of 3.70. Given that there are still opportunities for
improvement, all employees should remain vigilant and proactive in insti-
gating these improvements and alerting their counterparts and superiors

to any communication difficulties.

To conclude, by using the CAMI method it was indeed possible to (a) evalu-
ate the current and (b) desired state of communication and the issues pertinent
to it. Furthermore, it was possible (c) to identify potential areas for improving
the situation, (d) ultimately, did help to raise awareness, and assist the execu-
tive management to make informed strategy decisions for action planning and
change management. Therefore, this section has demonstrated that a maturity
grid-based method is suitable for capturing, analysing, and assessing the matu-
rity of the communication processes within the business-IT alignment context.
In addition, it has revealed that the method’s output could reveal several interest-
ing results and findings. These findings should provide executive management

and the rest of an organisation with valuable insights.

6.4 CONCLUSION

The primary aim of this chapter was to demonstrate the CAMI method and to
share evidence of its application in a practical setting. To do so, it firstly offered a
process model that graphically depicted the phases and steps involved in using
the method to perform an assessment, and secondly, shared evidence of the
method’s application in a practical setting.

The use of a maturity grid-based approach led to the development of a method
for assessing communication in business-IT alignment. However, the exact ap-
plication of the method in performing an assessment was still unknown. To this
extent, this chapter introduced a process model that guides an organisation in
using the CAMI method to perform an assessment. As the process model showed,
the method’s application could best be described as a dynamic, iterative process
involving several phases and steps. While seemingly complex, a survey and an
Excel tool were designed and developed to accompany the method, which help
to simplify the assessment process.

The chapter continued to present a case study performed at a public sector
organisation to demonstrate the utility, quality, and efficacy of the method in
industry. By applying the method in a public sector organisation, this study
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demonstrated that it was indeed possible to perform a viable assessment on
communication within the business—IT alignment context. The method allowed
the organisation to capture, analyse, and assess both (a) the ‘current” commu-
nication practices and (b) the ‘desired” communication situation between the
personnel residing in its business and IT functions. Furthermore, it (c) assisted it
in identifying potential areas for improving communication, d) ultimately, help-
ing to raise awareness and assist its executive management in making informed
and strategic decisions to improve human communication between the person-
nel residing in the business and IT functions.

Beyond the immediate benefits of the case study listed above, several other

practical benefits of the method were also discerned. For example, the method

¢ provided the possibility to capture communication practices based on the

scores of the individual participants
¢ assisted in reflecting on communication practices
* raised awareness
¢ generated discussion

* enabled a quick overview of the perceptions of business and IT personnel
on both the current and the desired states of factors influencing communi-

cation in business-IT alignment

¢ allowed for a gap analysis of the distance between the current and desired

scores for each factor scored by the participants

¢ allowed for discrepancy analysis between the perceptions of the business
and IT personnel

¢ captured both the positioning of the individuals and the consensus of the

two functions, and guided improvement planning.

Having demonstrated that CAMI method can indeed be used in a practical
setting, the next chapter will turn to its evaluation; that is, it will reflect on the
research process leading up to the development of the method and evaluate the
theoretical underpinnings and application of the method.
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METHOD EVALUATION

“It is common sense to take a method and try it. If it fails, admit it frankly and try

another. But above all, try something.”

— Franklik D. Roosevelt (BrainyQuote, 2015d)

This study has established an assessment method for assessing communication in business—
IT alignment. The previous chapter presented a case study performed in a public sector
organisation to demonstrate the utility, quality, and efficacy of this method. Despite the
conclusiveness of the case study, the method still needs validation to ascertain its applica-
bility for academia and practitioners. The current chapter thus shares evaluation results
and their interpretation for the CAMI method. It takes specific care to explain what the
results mean and how they relate back to the objectives stated in the introduction chapter.

7.1 INTRODUCTION

This research established a method to assess communication in business-IT
alignment, which was termed the ‘Communication Alignment Maturity Improve-
ment (CAMI) method’. The previous chapter presented a case study performed
at a public sector organisation to demonstrate its utility, quality, and efficacy. De-
spite the conclusiveness of the case study, the method still needs evaluation to
ascertain its applicability for academia and practitioners.

Hevner and Chatterjee (2010) indicate in their discourse on design science
research that evaluation is concerned with the utility of an artefact, whereas va-
lidity is about the truthfulness of claims and their reliability and robustness. The
research process followed in this study required that an artefact be produced
and evaluated to demonstrate its value together with evidence addressing crite-
ria such as validity, quality, and efficacy (see Figure 4.4). Often such evaluation
entails comparing the objectives of a solution with the actual observed results
from use of the artefact during the demonstration (Peffers et al., 2006).

To perform an evaluation, a researcher can employ a variety of different meth-
ods (Olivier, 2009). Since this study produced a socio-technical artefact, it opted
to use member validation (Douglas, 1976), triangulation (Guion, Diehl, & Mc-

Donald, 2011) and argumentation as the overarching evaluation methods. The
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7.2 EVALUATION APPROACH AND METHODS

member validation formed part of the case study that was reported in the pre-
vious chapter. In essence, member validation entailed taking the assessment re-
sults back to the field and asking whether members recognised, understood
and accepted them as being truthful and useful (Douglas, 1976). Meanwhile, tri-
angulation involved that the researcher compared his/her findings with other
academic or practitioner sources; to ensure consistency and correctness (Guion
et al., 2011)".

In light of the above, the purpose of this chapter is to share the evaluation
results of the methods that were employed and to discuss their implications for
the CAMI method with regard to its applicability for academia and practitioners
(see Figure 4.4). To do so, it explains what the results were, what they imply,
and how they relate back to the objectives stated in the introduction chapter,
while also reflecting back on the research process that led to the development
of the method, its theoretical underpinnings, and the results of its application in
industry.

These and related issues will be discussed further in this chapter as follows:
Firstly, it explains how the CAMI method was evaluated (§ 7.2). Secondly, it shares
the evaluation results on the functionality, usability, usefulness and learn effect of
the method. In addition, the results on the method’s ability to trigger reflection
and the correctness of results obtained are discussed (§7.3). Thirdly, it offers
the lessons learnt from developing and applying the method in industry. In
particular, the implications for researchers, IT managers and consultant will be
discussed (§7.4). These issues will be summarised and conclusions drawn at the

end of the chapter (§7.5).

7.2 EVALUATION APPROACH AND METHODS

This study intended the assessment method to allow for the quick identifica-
tion and diagnosis of areas of communication that require more attention to
move from the (assessed) current situation to the desired one. A maturity grid-
based approach allows for areas of improvement to be identified according to
the scores awarded by participants during an assessment (Maier et al., 2011). Re-
sults from the method function as initiators for further actions in industry (Maier

et al., 2006).

Given the novelty of the CAMI method, it was difficult to triangulate the results obtained with
other literature. In attempting to triangulate the method’s results, the public sector organisation
alluded to an independent study performed by another university.
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7-3 EVALUATION RESULTS

According to Bloor (1997), sociologists (and anthropologists) have developed
two main techniques as alternative methods for evaluating qualitative research
such as this study has produced. The first technique, member validation, judges
findings valid by demonstrating a correspondence between the researcher’s find-
ings and the understanding held by members of the organisation being analysed.
In simpler terms, member validation involves having the researcher take his/her
results back to the field and asking if members recognise, understand and accept
them (Douglas, 1976, p. 131). The second technique is triangulation, whereby a
researcher may judge findings valid when different and contrasting methods of
data collection yield similar findings on the same research subject (Guion et al.,
2011). Both of these techniques, according to Emerson (1981) and Bloor (1997),
allow a researcher to reconsider his/her initial analyses from a novel standpoint
and lead to enhanced understanding.

To validate or evaluate the outcome(s) of the CAMI method, member validation
and triangulation were incorporated into the case study performed at a public
sector organisation (see Chapter 6). In particular, participants in the case study
were afforded an opportunity (by using a survey) to indicate to what extent the
method caused them to reflect on communication and whether it affected their
level of awareness. In addition, they were asked to give an indication of how un-
derstandable the content of the method was (see Appendix F). These indicators,
and others, corresponded with the initial requirements stipulated for a valid
assessment method (see Chapter 5). Beyond these, the results and findings forth-
coming from the case study was triangulated with another independent study
performed by another university at the same entity. The following section will
discuss the collective results of the member validation and triangulation efforts.

7.3 EVALUATION RESULTS

Based on the initial requirements stipulated for a valid assessment method, re-
sponses where elicited from the case study participants with regard to several
selected criteria on the CAMI method. These included

1. functionality and usability
2. usefulness
3. awareness raising and triggering reflection

4. correctness of the results obtained.
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This section now discusses the participant responses and evaluation results as-
sociated with each of these criteria. Evidence is taken from two sources, namely,
a survey that was distributed to all eleven participants during the assessment at
the public sector organisation (see Appendix F), and feedback obtained from the
same participants and the organisation’s executive management at a follow-up
workshop held after the assessment.

7.3.1  Functionality and Usability

According to Hevner et al. (2004), the primary goal of design science research
is the creation of an artefact that exhibits utility. For an artefact to exhibit utility,
it has to contain the functionality necessary to perform the intended task(s).
Nevertheless, having appropriate functionality is not a guarantor of usability;
instead, functionality acts as a prerequisite for usability to accrue.

Functionality: Taking the above into account, this study evaluated the CAMI
method’s functionality using a single-case (in-depth) case study of a public sec-
tor organisation in South Africa. During the case study, eleven personnel oper-
ating in the business-related (8) and IT functions (3) of the organisation were
approached to participate in a business—-IT communication assessment.

Each participant was forwarded a web-link to an assessment survey (see Ap-
pendix D) and the purpose and the method (to capture their perceptions of fac-
tors influencing communication) were explained to them. The survey took the
form of anonymous participation, with the only request being that the partici-
pants had to indicate in which core function of the organisation they operated.
This allowed the business-related and IT functions to be compared during the
data analysis.

In completing the survey, the participants had to choose a maturity score vary-
ing between one and four for each of 25 factors with respect to their assessment
of the current and desired states of communication maturity.

When answering participants were reminded to think of their immediate team
and this was reiterated below each heading in the survey. At the end of the sur-
vey they were also asked to comment on the content, usability, understandability,
ability to cause reflection, and ability to raise awareness of the survey (see Ap-
pendix E).

Based on the assessment results and findings, the CAMI method allowed the
organisation to (a) evaluate the current and (b) the desired state of communica-

tion and issues pertinent to it. Furthermore, it allowed it (c) to identify potential
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areas for improving the situation and, (d) ultimately, helped to raise awareness
and assisted the executive management to make informed strategic decisions for
action planning and change management.

Overall, the CAMI method provided a relatively quick way of assessing the
perceptions of business and IT personnel on factors influencing the current and
desired states of communication between them.

Usability: Wilson (2002, p. 28) states that usability predominantly addresses the
degree to which users understands the language used in an artefact. Considering
this, this study evaluated the CAMI method’s usability by ascertaining how easy
it was for the participants to understand the content of the assessment survey.

To achieve this, participants had to rate the method’s ease of understanding
shortly after they had completed the assessment survey. Two Likert-scale ques-
tions were employed for this purpose. The first asked the participants to rate the
understandability of the method content, while the second asked participants
to rate how easy it was for them to capture their perceptions. In both cases, a
space for comments was provided where the participants could expand on their
responses. These questions were included to find evidence to support whether
the language and content used in the CAMI method was appropriate. A key focus
was on the description of the factors and the maturity levels, the cell descriptions
and the ease of scoring.

In reflecting on the responses, most of the participants indicated that the con-
tent of the method was moderately easy to understand. Some, however, reported
items that caused confusion. For example, a few business personnel reported
that they did not have knowledge of some of the abbreviations used in the
method. This ultimately culminated in comments that read as follows:

“From a business perspective, I did not always understand the questions
asked.”

“Abbreviations should be explained.”

“It should be made more simple, especially for those not within the IT func-

tion. The rest was not too complicated to understand.”

Subsequently the use of some abbreviations were amended and, where appli-
cation, removed. An international management expert was also consulted, who
helped in rewording some factor descriptions and giving practical examples.

As for the ease of scoring, most participants indicated that the scoring process
was moderately difficult. In particular, participants mentioned that because the
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text for the choices of answers was different for each factor, the scoring process
was somewhat tedious. Nevertheless, they commented that the choices at times
did help them to make informed selections:

“Scoring each factor was quite tedious, in that 1 had to read through all
the descriptions. Yet, I appreciated the additional information when I had to

make a tough call.”

Taken together, these results suggest that the method was adequately under-
standable. However, some improvement(s) could be made that would add to its
value.

7.3.2  Usefulness

Beyond usefulness, Hevner and Chatterjee (2010) explain that an artefact’s utility
also aligns closely with its usefulness; that is, an artefact will only exhibit utility
if it provides value to the intended user. In this study, usefulness could be seen
to refer to whether the public sector organisation could use the method appro-
priately, and whether it led to the identification of likely breakdown points for
communication among its business and IT personnel.

Usefulness: The specific objectives of the assessment conducted at the public
sector organisation were to (a) evaluate the current and (b) desired state of com-
munication, and issues pertinent to it, among their business and IT personnel.
Furthermore, (c) to identify potential areas for improving the communication sit-
uation and, (d) ultimately, raise awareness and assisting executive management
to make informed strategic decisions for action planning and change manage-
ment.

As indicated in the previous section, the functionality afforded by the method
allowed these objectives to be met. In so doing, the method also proved useful,
since the organisation quickly obtained a snapshot of the current and desired
communication maturity. In addition, the organisation was given a list of recom-
mendations whereby change interventions could be made. Thus, the method not
only informed the organisation about likely breakdown points but also went be-
yond this by offering suggestions for improvement. The method’s usefulness sub-
sequently became particularly evident in the post-assessment workshop when

the following comments, among others, were received:
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“The findings and results afforded by this assessment are very valuable. It
gives us a good starting point to addressing many of our known communi-
cation problems.”

“Whilst the results of the assessment might not be unknown; the assessment
did force me to think and reflect on whether things are working as they
should. It ‘shakes the boat’. Therefore, I would consider it to be quite useful
to us and other organisations.”

“This assessment would be extremely useful when new IT innovations and
initiatives are being launched. This way we can ensure that communication
is optimal between the business and IT personnel from the start.”

“When things fail, they often fail due to a lack of communication between
our business and IT personnel. This assessment offers a viable and, even
innovative, approach for us to investigate what needs to change.”

7.3.3 Raising Awareness and Triggering Reflection

The goal of the assessment method was to trigger reflection on communication
in business—IT alignment. In other words, it intended to raise awareness and
ultimately alter the perceptions that both business and IT personnel held of the
factors influencing the communication in business-IT alignment (see Chapter 5).
To this extent, the utility of the method was bound to its capability in raising
awareness and triggering reflection.

Drawing on the participants’ responses, nine of the eleven participants indi-
cated that the assessment had a moderate to extreme impact on their immedi-
ate awareness of the importance of communication in business-IT alignment.
Therefore, the method and survey did indeed help raise awareness of communi-
cation among the participants. However, the extent of such awareness differed
depending on the individual participant’s prior knowledge and experience. The

following comment supports this:

“The assessment did not improve my awareness of communication much, but
only because I already had a strong understanding of its importance during
the business—IT alignment process. For others, this assessment might prove
highly beneficial.”

While appraising the ability of the assessment to trigger reflection, all eleven
participants indicated that the assessment caused them to reflect on the level of
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communication between themselves and their colleagues. In fact, many stated
that the assessment was an interesting and novel way to achieve this, particu-
larly since it specifically highlighted the 25 most influential factors that affect
communication in business-IT alignment.

These responses reinforce the view that the CAMI method shows sufficient
promise to raise awareness and trigger reflection among the assessment par-
ticipants. Therefore, this study in total has shown that a maturity grid-based
method is suitable for capturing, analysing, and assessing the maturity of com-
munication processes within the business-IT alignment context. In addition, it
has revealed that the method’s output could uncover several interesting results
and findings. These findings should help raise awareness and trigger reflection.
However, they can only do so if they are accurate. Therefore, the correctness of
the results also directly affects the method’s utility.

7.3.4 Correctness of Results

Having evaluated the method’s functionality, usability, and usefulness, the study
subsequently had to evaluate whether the method produced truthful results;
that are, whether the method produced the ‘correct’ results, and whether the
assessment participants agreed with them.

Establishing what constitutes ‘correct’” was difficult, owing to the challenge
of defining objective and quantitative criteria for communicative success. Con-
sequently, it was rather opted to ask the question as to whether similar results
could be derived using other means of data collection. In addition, whether the
assessment participants agreed with the results. To this extent, the method’s
results were evaluated using member validation (Douglas, 1976, p. 131) and
triangulation (Guion et al., 2011). In the case of triangulation, if other means
produced similar results then naturally the method’s results had to be accurate.

During the post-assessment workshop at the public sector organisation, the
results of the assessment were reported back to the assessment participants and
the executive management. They agreed with the results of the gap analysis and
the areas identified that required attention for improvement. In fact, the head
of the IT function commented and thereby confirmed that the results accurately
represented the actual state of communication between the business and IT per-

sonnel:

“These results confirm my suspicions and closely align with my own view

of the current communication situation. I know that our corporate culture
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needs work, and that collaboration between the business and IT functions
need improvement. This assessment clearly points these out.”

Given the novelty of the method, it was difficult to triangulate the results
obtained with other literature. In attempting to triangulate the method’s results,
the public sector organisation alluded to an independent study performed by

another university?:

“Another university performed a study here about a year ago. They at-
tempted to capture where we could improve our existing business practices.

This study’s results closely correspond with yours.”

While the focus of that study differed from the one reported in this thesis, it
nevertheless arrived at similar conclusions; namely, that the organisation needed
to improve its corporate culture and co-operation. Consequently, the results were
triangulated, in that another research team using different methods had obtained
similar results (albeit, whilst investigating different aspects).

All in all, based on the participants’” responses and above-mentioned triangu-
lation, there is evidence that the method does produce accurate results, that is,
results that find approval among the assessment participants. In addition, the
method reflects an adequate snapshot of the communication that takes place

between business and IT personnel in an organisation.

7.4 LESSONS LEARNT

The application of the CAMI method at the public sector organisation, in con-
junction with the evaluation results, makes it possible in retrospect to identify
several aspects that have been learnt in this study. As stated in Chapter 5, the
method is intended for use by academic researchers, management personnel,
and consultants. A discussion of lessons learnt aims to enhance the use of this
method further.

7.4.1 Factors Influencing Communication in Business—IT Alignment

Communication by its very nature is abstract and multifaceted. To render the

concept of human communication in business-IT alignment more ‘tangible’, this

Due to the sensitivity of the study, the results were not published. The public sector organisation,
whilst having access to the study’s results, refrained from making them available.
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thesis used factors influencing communication as indicators to interpret, analyse,
and assess communication. Having said that it is important to bear in mind that
communication between business and IT personnel during the alignment pro-
cess could be influenced by a limitless spectrum of factors, which often interact
in complex and unpredictable ways.

For academic purposes, the list of factors influencing communication in business—
IT alignment identified had to be consistent and justified. For industry applica-
bility, however, a certain degree of flexibility and tailoring may need to exist. For
example, some factors might not be applicable to all types of organisation. More-
over, the terminology used to describe a factor might also need to be adjusted.

In future studies, it might be more beneficial to start with the full list of 49
factors (see Appendix A) and have an organisation select those factors that are
most applicable to it. Nevertheless, some form of baseline would still need to
be maintained. The lesson here is that a researcher will need to strike a balance
between developing an exhaustive list of factors and a usable one. This is sup-
ported by Moultrie (2004), who states that an appropriate number of factors for

an audit method is estimated to average around 2o0.

7.4.2  Applying the CAMI Method

Selection and active participation of assessment participants: The CAMI method pre-
dominantly depends on the selection and active involvement of participants. It
is vital that a representative sample of participants representing the business
and IT functions be obtained. However, since many organisations rely on a cen-
tralised IT function (McElheran, 2012), only a few IT personnel might be required
to participate in an assessment. On the other hand, several business personnel
would be required, since business functions could differ widely in their interac-
tions with the IT function(s).

This lesson became particularly evident when a leading automotive organisa-
tion was approached to perform an assessment using the CAMI method. While
this organisation, similar to the public sector organisation, performed all the
necessary steps of the assessment process, only IT personnel responded to the
assessment survey, despite the fact that several business personnel were also
approached. Ultimately, the lack of business personnel participation voided the
assessment; since no comparison could be made between the scores of business
and IT personnel. This meant that this assessment could neither be reported on

nor included in this thesis.
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Beyond selecting a representative sample, it is important that the assessment
participants be informed about the purpose of the assessment. As Maier (2007)
states, engagement will be higher if participants know how they will benefit
from the assessment. For a successful externally administered assessment to be
performed, it is vital for management personnel in the organisation to inform
the participants about the circumstances. This could include information about
the purpose of the wider research project, the objectives of the assessment and
the participants” agreement on who will participate. This study had particular
success when top management bought into the idea of the assessment and issued
a directive that all personnel should support the assessment efforts.

Facilitator conducting the assessment: Conducting a fair assessment depends
largely on the facilitator of the assessment remaining impartial and unbiased.
However, the outcome of the assessment will always be influenced to a certain
degree by the facilitator, since s/he needs to start the discussions, direct the
search for causes and solutions, and forward the assessment survey to the par-
ticipants.

While the CAMI method was developed for use by organisations as an in-house
diagnostic tool, it is unlikely that an in-house facilitator will remain unbiased.
Therefore, the lesson learnt here is that the method might be more suitable for
use by external consultants, who would be able to ensure that the assessment
remains fair and that the results are accurate. In addition, they could use the
assessment as a starting point for offering further advice to the organisation for
improvements to accrue. This lesson learnt does not void the usefulness of the
method as an in-house tool, but rather draws attention to the care that needs to
be taken when selecting a facilitator.

7.5 CONCLUSION

This chapter shared the evaluation results of the CAMI method and their inter-
pretation. In so doing, it explained the results and their implications, as well
as how they related back to the objectives stated in the introduction chapter. It
simultaneously reflected on the research process that led to the development of
the method, its theoretical underpinnings, and the results of its application in
industry.

This chapter evaluated the method predominantly by way of member valida-
tion. The participants in the case study of the public sector organisation indi-

cated that they appreciated the method’s functionality, usability and usefulness,
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as well as its ability to raise awareness and trigger reflection. Participants ap-
praised the method as an interesting and novel way of being made aware of and
assessing communication in business—IT alignment. Thus, the accuracy of the
results was supported by way of triangulation and observation.

A comparison of results from other researchers using different methods, as
well as researcher observations, suggests that an accurate picture was painted,
and that the method identified the right issues for improvement. The assessment
method yielded valuable insights and in a short period suggested areas for im-
provement. Uncertainties remain, however, as to the depth of analysis obtained.
However, the assessment method was intended as a quick diagnostic instrument.
Hence, for researchers or practitioners attempting to answer questions pertinent
to the nature of communication in business-IT alignment, the repeated applica-
tion of the method or combining it with ethnographic-oriented empirical studies
may lead to a greater depth of insights.

The chapter concluded by sharing lessons learnt from the research, and the
preparation and implementation of the method. In particular, it emphasised that
while the list of factors influencing communication in business-IT alignment
identified needed to be consistent and justified, a certain degree of flexibility and
tailoring may need to take place when the method is applied in industry. It also
noted the importance of obtaining a representative sample of participants from
both the business and IT functions. Furthermore, these participants should be
informed about the purpose of the assessment and the results expected by man-
agers in the organisation. Lastly, it highlighted the risks associated with, and the
necessity for carefully, selecting a facilitator to direct the assessment. Choosing
an unbiased facilitator is crucial in ensuring that a fair and valid assessment
is performed. To this extent, the chapter recommended that organisations use
external consultants instead of an in-house facilitator when performing an as-
sessment using the method.

The following chapter concludes this thesis by summarising the main find-
ings and contributions made, while also indicating some limitations and future
research opportunities. Furthermore, research publications emanating from this
work will be mentioned.
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CONCLUSION

“I think and think for months and years. Ninety-nine times, the conclusion is false. The
hundredth time I am right”

— Albert Einstein (BrainyQuote, 2015a)

This chapter aims to conclude this work by summarising the main findings and the contri-
butions it made, while also indicating some limitations and future research opportunities.

It also lists the research publications emanating from this work.

8.1 INTRODUCTION

The previous four chapters have described the development of an assessment
method for communication in business—IT alignment, demonstrated its applica-
tion in industry, and ultimately evaluated its feasibility and utility.

This chapter concludes the thesis by summarising the work that has been
done and describing how the research objectives set out in the Introduction (see
Chapter 8) have been accomplished. Further, the contributions made and further
research opportunities presented by this thesis will be discussed.

The following section presents a summarised account of each chapter and
helps to support the main argument(s) and research objectives of this research.

8.2 CHAPTER SUMMARIES

Chapter 1 briefly introduced information technology (IT) and highlighted the
importance of it in modern-day business. It showed that the dependence on IT
in today’s business environment is increasing rapidly and argued that IT plays
a large part in a business’s success. It also highlighted the fact that true business
value can only be obtained from IT if it is aligned with the goals, objectives, and
processes of the business. This is better known as business—IT alignment.

The chapter started by discussing business—IT alignment, and its concepts and
requirements. It argued that communication is a core problem and challenge
that businesses experience when addressing the social dimension of business—
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IT alignment. It also highlighted the fact that there is at present a lack of ap-
proaches, methods, and tools to help organisations in this regard. In fact, it
showed that few studies have explicitly looked at communication within the
context of business—IT alignment (Coughlan et al., 2005). Moreover, even fewer
studies have specifically produced methods or approaches whereby organisa-
tions can analyse or assess this communication. This is alarming, since without
such methods or approaches organisations are likely to continue experiencing
communication problems while trying to achieve proper alignment and may
have no way of identifying, analysing, assessing or even remedying them.

These arguments formed the basis of this study and supported its main ob-
jective, namely, to develop an assessment method to assist organisations (self-)
assess and elicit areas for improving the communication practices between their
business staff and IT personnel. Further, it stipulated the research design (Hevner
et al., 2004, March & Smith, 1995; Gregor & Hevner, 2013) and methodology
(Peffers et al., 2007) this study would follow. Finally, it gave a brief outline of the
chapters of this thesis.

Chapter 2 positioned and emphasised the importance of communication within
the business—IT alignment context. To do so, it firstly introduced the concept of
business-IT alignment and, secondly, its related requirement of communication
between business and IT personnel for information flow and mutual understand-
ing.

It discussed the importance of information in relation to the success of mod-
ern organisations in general, and IT as an enabler. Subsequently, the chapter
emphasised that organisations are investing profoundly in IT to obtain com-
petitive advantages; however, competitive advantages and true business value
can only be obtained if IT is aligned with the business’s goals, objectives and
processes, and vice versa. Consequently, the individual theories, past empirical
research studies and findings from practice pertaining to business—IT alignment
were introduced. On this basis, it became clear that business-IT alignment is a
multifaceted and complex construct. To this extent, it highlighted that one could
interpret and investigate the construct from different perspectives, but each is
influenced by a variety of different factors.

Based on these works and findings, the chapter concluded by underlining the
fact that communication (as a social construct) is critical in achieving business—
IT alignment. In fact, it stipulated that communication between business and
IT personnel for information sharing and information flow is vital, especially in
view of the fact that they need to exchange ideas, knowledge, and information
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constantly in order to understand and fully commit to the missions, objectives,
and plans of both the business and IT. Therefore, it was argued that organisations
should be mindful of the role communication plays in alignment and should
ensure that they address it adequately.

Chapter 3 explored communication in business—IT alignment from a theoretic
perspective. To do so, it firstly gave an overview of the different ways in which
communication could be conceptualised and, secondly, explored the unique char-
acteristics of communication in business-IT alignment. Thirdly, it investigated
likely problems associated with said communication and, lastly, examined com-
munication assessments as a likely approach or technique whereby such prob-
lems could be identified and analysed.

This chapter reviewed various perspectives on communication to describe how
one can investigate, assess, and ultimately remedy communicative events. In par-
ticular, it explored the information-centred, interaction, situational and systemic
perspectives.

A systemic perspective, based on general systems theory (Bertalanffy, 1968)
and sociological systems theory (Luhmann, 1995), integrates the three afore-
mentioned information-centred, interaction, situational perspectives. By adopt-
ing this perspective, one could better understand the various individual factors
and elements that define a communicative event, since the information, interac-
tion, and situation would be considered within the larger system in which they
operate, as opposed to a narrower view. Consequently, the focus shifted to that
of co-ordination and mutual understanding between the communicators (Taylor
et al., 1996) — a view that was adopted in this thesis.

Adopting a systemic perspective on communication had several implications
for this thesis. It firstly implied that one could consider the alignment process
to be a ‘social system” of which communication formed part. In addition, it is
influenced by both internal and external factors and constraints. However, the
external factors only partially account for the behaviour and practices displayed
by the business and IT personnel (or the individual communicators), since they
operate according to their own cognitive and emotional systems. Therefore, the
priority became how one could influence internal factors within the communi-
cators to improve their personal behaviour, given that the external factors and
constraints can only be steered to a moderate extent.

By adopting a systemic perspective, the chapter next explored and discussed
the unique characteristics pertaining to the business—IT alignment context. It
showed that while some characteristics are universally applicable to all processes

164



8.2 CHAPTER SUMMARIES

in organisations, the interrelationship between business and IT personnel during
the alignment process affords an exclusive backdrop, which ultimately presents
several unique challenges. If these challenges are not adequately addressed then
naturally communication breakdowns may come to exist.

Consequently, given that business—IT related communication is important and
could easily break down, the chapter argued that it would seem necessary for or-
ganisations to invest time and effort into identifying, analysing, and ultimately
remedying communication breakdowns. However, it also highlighted the fact
that, at present, no known approaches or techniques exist to do so in the business—
IT alignment area. This is in sharp contrast to other disciplines, such as engineer-
ing design (Maier et al., 2004, 2006; Eckert et al., 2004).

On this basis, the chapter concluded by sharing evidence that a communica-
tion assessment could provide an approach whereby business-IT related com-
munication could be analysed. In doing so, it highlighted the fact that such as-
sessments had become commonplace in other disciplines, such as organisational
communication (Hargie & Tourish, 2009). Unfortunately, none was found to exist
that catered specifically for the unique context and characteristics of business—IT
alignment. Thus, this thesis proposed to devise such a communication assess-
ment for business—IT alignment — in the form of an assessment method.

Chapter 4 provided a high-level overview of the methodology followed in this
study to devise the assessment method. To do so, it firstly discussed the philo-
sophical assumptions and considerations that influenced the choice of research
paradigm. Secondly, it argued for and examined the specific research paradigm
selected for this study, namely, design science and, thirdly, introduced the spe-
cific research process employed.

The chapter reviewed various philosophical paradigms. In so doing, it be-
came clear that research could be approached from two differing viewpoints.
These viewpoints include (logical) positivism and phenomenology. While both
are popular, Collis and Hussey (2009) explain that few researchers today operate
purely according to either one; instead, many combine elements of both to take
a broader and, often complementary, view of the research phenomenon. Some
of these intermediary paradigms have a strong empirical grounding (i.e., post-
positivism), while others might be more interpretive (Creswell, 2007). This was
also true of this study.

Given the aim of this study, it intermittently subscribed to a view where re-
ality is derived from the transmission of information. Hence, it leaned toward

a positivist paradigm (G. Morgan & Smircich, 1980), as indicated in Figure 4.1.
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However, the study also accepted the view that the world is a social construc-
tion, sustained through a process of human action and interaction. The latter
approach is referred to as phenomenological (G. Morgan & Smircich, 1980) and
is particularly evident when this study addressed the perceptions and expecta-
tions of business and IT personnel pertaining to communication among them.
Thus, the research philosophy held by this study could best be described as
‘pragmatism’ (Burrell & Morgan, 1979; P. Johnson & Duberley, 2000).

In holding a ‘pragmatic” viewpoint, the chapter explained that this study pre-
scribed to neither a strict positivist nor a strict phenomenological viewpoint
(Creswell, 2007). Instead, it focused on the practical use and success of the
method being developed to assess communication in business-IT alignment. To
this extent, the chapter discussed the fact that the study employed a specific re-
search paradigm and research methods because they were appropriate for the
specific context and the outcome sought (Dalsgaard, 2014; Hovorka, 2009). That
is, it employed the selected research paradigm and methods because they were
suitable for use in information systems (IS) research and catered for the develop-
ment or design of an assessment method.

The chapter next examined the research paradigm. Hevner et al. (2004) state
that only one of two research paradigms could be used in information systems
(IS) research, namely, behavioural science or design science. Since this study at-
tempted to develop, or design, a socio-technical artefact, the paradigm of design
science was ideally suited according to Peffers et al. (2007) and supported by
Hevner et al. (2004). This argument found further support in that both Hevner
et al. (2004) and March and Smith (1995) argue that methods (algorithms and
practices) are valid artefacts to be produced by design science projects. Moreover,
design science, as conceptualised by Simon (1996); also supports a pragmatic re-
search philosophy — as is used within this study.

In adopting a design science paradigm, the chapter identified the existence of
several research processes that could be adopted and used in this study (Hevner
& Chatterjee, 2010). However, an argument was made to adopt Peffers et al.’s
(2006) design science research process (DSRP), since it is built on the expectations
and guidelines of leading design science authors. Moreover, but by using case
analysis it was shown to match the methods and processes used in existing and
successful design science projects. The process that was opted for suggests that
a design science project, such as this study, needs to address six steps success-
tully if a valid contribution is to be made. These steps include, namely, problem
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identification and motivation; definition of the objectives for a solution; design
and development; demonstration; evaluation; and communication.

Hevner and Chatterjee (2010) warn that these steps are only valuable if they
can be applied appropriately to the specific design situation and problem con-
text of a research project. Consequently, this chapter concluded by sharing ev-
idence to suggest that all the necessary steps of Peffers et al.’s (2006) design
science research process (DSRP) had been adequately planned and addressed.
Consequently, this study could uphold sufficient academic rigour and ensure a
scientific contribution (Peffers et al., 2007).

Chapter 5 described the design and development of the assessment method,
termed the ‘Communication Alignment Maturity Improvement (CAMI) method’.
To do so, it firstly specified the requirements for the assessment method. Sec-
ondly, introduced the approach chosen for development, namely, a maturity
grid-based approach and, thirdly, described how this approach was applied to
develop the assessment method for communication in business—IT alignment.

The chapter specified the target audience and the requirements of such an
assessment method. Further, it discussed various solution approaches that were
considered and presented an argument for the approach chosen, namely, a ma-
turity grid-based approach from the discipline of engineering design (Maier et
al., 2006). In so doing, it became clear that the target audience for the assess-
ment method would be personnel residing in the business and IT functions of
organisations, while the ultimate outcome of such an assessment would be used
by organisations’ executive management. As for the requirements, the chapter
specified that the aim of the method was to assess the current communication
practices, raise awareness among the personnel, and diagnose improvement op-

portunities for these practices. To this extent, the method had to

1. address communication between either specific business functions and IT

or all of them

2. offer output needed to enable and support reflection on communication in

the business—IT alignment process
3. assist in raising awareness of communication in business-IT alignment
4. be easy and quick to use for deployment in industry

5. enable quick analysis and interpretation of results without prior knowl-
edge
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6. accommodate a variety of factors influencing communication in the business—

IT alignment process

7. provide a mechanism for (self-) assessment to, in particular, enable person-
nel residing in the business and IT functions to choose the current and

desired communication states themselves

8. show degrees of growth within the factors, since different personnel might

perceive the communication situation in different ways

9. account for the fact that one cannot measure communication objectively

yet provide for inter-subjectively valid ranking

10. provide an opportunity for subsequent discussion among personnel resid-
ing in the business and IT functions.

Given these requirements, several approaches were explored in order to iden-
tify which would be most suitable for developing the assessment method. Ap-
proaches considered included interviews, observations, critical incident analysis,
focus groups, checklists, diary studies, and the maturity grid-based approach.
While some partially addressed the requirements, only the maturity grid-based
approach was seen to cater for all of them. Consequently, the chapter proceeded
to conduct an overview of the chosen approach and to discuss the general con-
struction process.

The chapter showed that maturity grids are variants of the maturity approach.
While sharing some commonalities with maturity models they differ in their con-
struction and application. Whereas maturity models require multiple aspects, or
factors, to mature simultaneously before progressing along the maturity scale,
a maturity grid allows each aspect to mature on its own independently. There-
fore, one could interpret a maturity grid perhaps as a collection of separate
‘sub’-maturity models — although they would focus on a single area of interest.
The chapter further identified that a maturity grid is structured around a ma-
trix, which creates a series of cells by allocating (a) levels of maturity [columns]
against (b) several key aspects or key activities [rows]. The cells then contain (c)
text descriptions of typical performance at different levels of granularity.

With regard to the construction of a maturity grid, a proposal by Maier et al.
(2011) was explored which entails a detailed roadmap, or methodology. This
methodology is based on their comparison of extant maturity grids as well as
their field experience. The methodology consists of four generic phases, namely,

planning, development, evaluation and maintenance, each of which consists of
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several steps, or decisions, that one should make using a single research method
or a combination of method(s).

Given the choice of the maturity grid-based approach and the viability of
using the above-mentioned roadmap, the chapter next described the design and
development of the CAMI method. In particular, it explained how underlying
elements of the assessment method were identified using a Delphi study, as
well as the way these elements were combined into a holistic model and, finally,
transposed to construct a maturity grid. In so doing, the primary objective of
this thesis was met.

The chapter concluded by sharing an example of the CAMI method to explain
its inner workings and offer an overview of the ultimate outcome of the develop-
ment phase. To this extent, an extract of the environmental factors of the method
was depicted and explained.

Chapter 6 demonstrated the CAMI method and shared evidence of its appli-
cation in a practical setting. To do so, it firstly offered a process model that
graphically depicted the phases and steps involved in using the method to per-
form an assessment. Secondly, it shared evidence of the method’s application in
a practical setting.

The use of a maturity grid-based approach led to the development of a method
for assessing communication in business-IT alignment. However, the exact ap-
plication of the method in performing an assessment was yet unknown. To this
extent, the chapter introduced a process model that could guide an organisation
in using the method to perform an assessment. As the process model showed,
the method’s application could best be described as a dynamic, iterative process
involving several phases and steps. While seemingly complex, a survey and an
Excel tool was designed and developed to accompany the method.

The chapter continued by presenting a case study to demonstrate the utility,
quality, and efficacy of the method in industry. By applying the method at a pub-
lic sector organisation, this study proved that it was indeed possible to perform
a viable assessment of communication within the business-IT alignment context.
The method allowed the organisation to capture, analyse, and assess both the
(a) ‘current’” communication practices and (b) ‘desired” communication situation
between the personnel residing in their business and IT functions. Furthermore,
it (c) assisted them in identifying potential areas for improving communication,
d) ultimately, helping to raise awareness and assist their executive management
in making informed and strategic decisions to improve human communication

between the personnel residing in the business and IT functions.
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Beyond the immediate benefits of the case listed above, several other practical
benefits of the method could also be discerned. For example, the method

* provided the possibility of capturing communication practices based on
the scores of the individual participants

¢ assisted in reflecting on communication practices
* raised awareness
* generated discussion;

* enabled a quick overview of the perceptions of business and IT personnel
on both the “as-is” and the “to-be” states of factors influencing communica-

tion in business—IT alignment

¢ allowed for a gap analysis of distance between the current and desired
scores for each factor scored by the participants

¢ allowed for discrepancy analysis between perceptions of the business and
IT personnel

¢ captured both the positioning of the individuals and the consensus of the

two functions
¢ guided improvement planning.

Chapter 7 shared the CAMI method evaluation results and their interpretation.
To do so it explained what the results were, what they implied and how they
related back to the objectives stated in the introduction chapter, while simulta-
neously reflecting back on the research process that led to the development of
the method, its theoretical underpinnings, and the results of its application in
industry.

This chapter evaluated the method predominantly by way of member valida-
tion. The participants in the case study of the public sector organisation appre-
ciated the method’s functionality, usability, usefulness, and its ability to raise
awareness and trigger reflection. Participants indicated their appraisal of the
method as an interesting and novel way of being made aware of and assess-
ing communication in business-IT alignment. The accuracy of the results was
supported by way of triangulation and observation.

A comparison of results from other researchers using different methods, as
well as researcher observations, suggested that an accurate picture had been
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painted, and the method identified the right issues for improvement. The as-
sessment method yielded valuable insights and suggested areas for improve-
ment within a short period. Uncertainties remained however as to the depth of
analysis obtained but is has to be remember that the assessment method was
intended to be a quick diagnostic instrument. If a researcher or practitioner is
attempting to identify issues that are pertinent to the nature of communication
in business-IT alignment, the repeated application of the method or combining
it with ethnographic-oriented empirical studies may lead to a greater depth of
insight.

The chapter concluded by sharing lessons learnt concerning the research, prepa-
ration, and implementation of the method. In particular, it emphasised that while
the list of factors influencing communication in business-IT alignment needed to
be consistent and justified, a certain degree of flexibility and tailoring may need
to be applied if this assessment is conducted in industry. It also noted the impor-
tance of obtaining a representative sample of participants representing both the
business and the IT functions. Furthermore, managers in the organisation should
inform these participants about the purpose of the assessment and the results ex-
pected. Lastly, the chapter highlighted the risks associated with the selection of a
facilitator and the necessity assessment do so carefully, as an unbiased facilitator
is crucial to ensuring that a fair and valid assessment is performed. To this extent,
the chapter recommended that organisations use external consultants instead of
an in-house facilitator when performing an assessment using the method.

These chapters have helped to structure the main argument and the research
objectives. It is, however, important to understand how a resolution to this argu-
ment was obtained and how the research objectives were achieved.

83 REFLECTING ON THE RESEARCH OBJECTIVES

The primary research problem for this thesis was stated as follows (see § 1.2):

Communication between business staff and IT personnel is vital in achieving
business—IT alignment; however, the lack of approaches, methods and tools
for explicitly capturing, assessing, and ultimately improving it remains a
burden for organisations.

This problem statement informed the primary objective of the research (see

§1.4):
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To develop an assessment method to empower organisations in (self-) assess-
ing and improving the communication practices between their business staff

and IT personnel, as part of business—IT alignment.

A number of secondary objectives were stated to help achieve the primary

objective of the research and provide a resolution for the problem statement (see

§1.4):

The first of these secondary objectives was “to determine the relationship
between business—IT alignment and communication, and its implications for
research and practice.” This thesis achieved this secondary objective by
introducing, firstly, business-IT alignment and, secondly, the litera-
ture on communication both in the introduction (see Chapter 1) and
the literature review chapters (see Chapters 2 and 3). Specific mention
was made of what business-IT alignment entails (see §2.3.1), how it
consists of both an intellectual and social dimension (see §2.3.2), and
that communication forms part of the latter dimension. Furthermore,
literature was explored that offers comprehensive evidence of the re-
lationship between business-IT alignment and communication, and
that emphasises that communication between business and IT per-
sonnel during the alignment process can be troublesome (see §2.4).
Accordingly, it argued that organisations need assistance in this re-

gard but that no known approaches, methods, or tools exist.

The second of the secondary objectives was “to explore modern theo-
ries, existing strategies, and approaches whereby organisations could assess
communication in business—IT alignment.” This thesis achieved this by
integrating and contextualising the literature related to assessment,
and communication (see Chapter 3). In addition, other disciplines
where communication has already been successful assessed were also
investigated (see § 3.5). Given this information, a series of principles,
requirements, techniques and methods were determined, which later

governed the development of the solution for this work (see §5.2).

The third of the secondary objectives was “to articulate a method by
which organisations can (self-) assess and elicit areas for improving their
communication practices between their business and IT personnel”. This
objective was accomplished by developing an assessment method
targeting the team interface between business and IT personnel in
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organisations (see Chapter 5). The method, termed the ‘Communi-
cation Alignment Maturity Improvement (CAMI) method’, drew on
the concept of a maturity grid, stemming from software development
(Paulk et al., 1995; Radice, Harding, Munnis, & Philips, 1985), quality
management (Crosby, 1996, 1979) and, specifically, engineering de-
sign (Maier et al., 2006; Moultrie, 2004) disciplines. The CAMI method
is supported by an Excel-based software tool, an electronic survey,

and a process model (see §6.2).

Although not an explicit objective, but part of the design science pro-
cess (see Figure 4.3), the CAMI method was demonstrated and eval-
uated at a public sector organisation in South Africa (see chapters
6 and 7). During this case study, in-depth data was gathered and
tindings deduced. Consequently, this study showed that the method
was feasible for application in industry and that it did exhibit util-
ity. Hence, the method addressed the requirements for acceptance as
set out by the design science paradigm (see Chapter 4), and met the
established objectives for a valid assessment (see Chapter 5). Conse-
quently, it may be considered a valid contribution.

Given the above, it can be argued that the three secondary objectives have
been successfully addressed and the evaluation of the method has proved fruit-
ful. Therefore, it can again be argued that the primary objective, “to develop an
assessment method to empower organisations in (self-) assessing and improving the com-
munication practices between their business staff and IT personnel, as part of business—
IT alignment,” has been achieved.

8.4 CONTRIBUTIONS

The work in this thesis led to several contributions being made to the exist-
ing literature. These contributions relate to the emphasis placed on and explo-
ration this thesis made of communication in business-IT alignment, factors as-
sociated with the assessment method, as well as the development of the assess-
ment method itself and its ‘exaptation” from the engineering design discipline.
Each of the above-mentioned contributions will now be detailed to offer insight
into their relevance, importance and, ultimately, value to the research and prac-

titioner communities.
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8.4.1 Communication in Business—IT Alignment

At its core, the alignment process is all about communication and mutual un-
derstanding of data, roles and responsibilities, identities, incentives and other
types of organisational and technical information. It would thus seem fruitful
for organisations to explore the communication between their business and IT
personnel as part of the alignment process (Coughlan et al., 2005); particularly in
view of the fact that it can either enhance alignment, result in major challenges
and even hinder it.

While leading authors have emphasised communication as an important en-
abler of alignment, this factor has rarely been studied. As Schlosser et al. (2012)
state, many studies have investigated the intellectual dimension of alignment,
while a far smaller number have looked into the human and social dimensions.
Inspired by the works of Coughlan et al. (2005), Cybulski and Lukaitis (2005)
and Luftman (2003), this research specifically investigated the interface between
communication and business-IT alignment. In so doing, this research has con-
tributed to improving the understanding of the role communication plays within
the business—IT alignment process. In addition, it has emphasised the impor-
tance of assessing communication and ultimately remedying communication-
related problems between business and IT personnel in an organisation. Al-
though this is not new, it should reinvigorate the importance of this concept
and ignite renewed interest among academics and practitioners.

Beyond this contribution, this research juxtaposed different ways of concep-
tualising communication in business—IT alignment. These conceptualisations in-
clude information, interaction, and situation-centred theories. Taken together,
this thesis has shown that a combination of these conceptualisations could af-
ford a more comprehensive and complete understanding of communication. As
far, as could be determined, this was the first study of its kind to draw attention

to this within the business—IT alignment discipline.

8.4.2 Factors Influencing Communication in Business—IT Alignment

Communication by its very nature is abstract and multifaceted. To render the
concept of human communication in business—IT alignment more ‘tangible’, this
thesis used factors influencing communication as indicators to interpret, analyse,
and assess communication. In view of this, communication between business

and IT personnel during the alignment process could be influenced by a limitless
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spectrum of factors, which often interact in complex and unpredictable ways.
To investigate the phenomenon and develop a viable assessment method, this
study first had to capture those factors that possibly influence communication
and identify the general framework within which they fit.

This thesis drew heavily on the socio-technical framework proposed by Moray
(2000), the business-IT alignment literature (Luftman, 2003; Reich & Benbasat,
2000; Coughlan et al., 2005; Cybulski & Lukaitis, 2005), as well as a diverse body
of other literature (Maier et al., 2004; Millar, 2009; Schoeneborn, 2011). To ensure
the validity and accuracy of factors, a Delphi study (Okoli & Pawlowski, 2004)
was conducted to incorporate industry members’ experience and perceptions of
factors that they perceived to affect their daily work and communication. After
three separate Delphi rounds, a final list of 25 factors was confirmed for inclusion
in the assessment method.

This study has shown the extraction of factors to be viable. It is important
to note, however, that this was not intended to be a ‘proven’ or ‘correct’ model.
Future studies may well scrutinise these factors and subject them to tests of
validity. However, in producing a conceptual model and synthesising and pre-
senting factors from several strands of literature, this present study contributes
to the advancement of business-IT alignment knowledge by providing a compre-
hensive list of factors as a starting point for a taxonomy to assess communica-
tion in business—IT alignment — surpassing the proposals of Luftman (2003) and
Coughlan et al. (2005). This taxonomy could inform improvements in the way
Luftman’s (2003) SAM assessment model assesses the communication criterion,
particularly in view of the fact that Sledgianowski et al. (2004, 2006) found that
the model did not fully address all the variation they observed in the organisa-
tional data for this criterion.

8.4.3 Assessing Communication in Business—IT Alignment: The CAMI Method

There is no universal standard or objective quality index for successful com-
munication. Therefore, attempting to establish such a standard for business—IT
alignment would be nearly impossible. Yet, it is possible to assess communica-
tion to some extent between business and IT personnel during the alignment
process — but only if approached correctly.

Inspired by a maturity grid-approach from the engineering design discipline
(Maier, 2007), this research developed and field-tested an assessment method for

communication in business-IT alignment — termed the ‘Communication Align-
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ment Maturity Improvement (CAMI) method’. This method consisted primarily
of a maturity grid (Maier et al., 2011) which was introduced to industry in the
form of an electronic survey.

Factors influencing the communication assessed were taken to be indicators
for communication maturity and likely problem areas. Consequently, these were
considered key aspects to assess with the maturity grid. As to the rationale be-
hind maturity levels that are assigned against these factors, this thesis adapted
the concept of a learning theory (Argyris & Schon, 1978, 1996). This corresponds
with the original proposal of Maier (2007) and argumentation of Balhareth et al.
(2012).

The scores given during the surveys by the business and IT personnel were
used to capture their perceptions and expectations on the current and desired
states of a number of factors influencing communication in business-IT align-
ment. This enabled the assessment of the gap between their actual and preferred
state of communication and discrepancies between the average scores from the
two domains. Through feedback and discussions, underlying conditions of the
differences between the current and desired states and the differences in percep-
tions and expectation were obtained and actions identified.

Given this, this thesis has indicated that it is viable and even possible to assess
communication in business—IT alignment using a maturity grid-based approach,
particularly since it provides ‘feedback” and ‘reflection” on the communication
practices that take place between the business and IT personnel. This in turn

may function as a starting point for action planning and strategising.

8.4.4 Exaptation of the Maturity Grid-Based Assessment Approach

Gregor and Hevner (2013) argue that a researcher may face a research situa-
tion in which the artefacts required in a field are not available or are subopti-
mal. However, effective artefacts may exist in related problem areas that may be
adapted or, more accurately, ‘exapted’ to the new problem context.

As this thesis has outlined, the business—IT alignment literature to date had
not yet proposed or delivered any satisfactory methods, tools or approaches
whereby organisations can explicitly capture, assess and ultimately improve the
communication practices that take place between their business and IT person-
nel. Consequently, a shortage of acceptable artefact(s) in this regard existed.

From the literature reviews, it became apparent that an approach existed

within the engineering design discipline that could be ‘exapted’ to remedy this
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shortage. As Maier (2007) states in a concluding remark to her thesis, the ma-
turity grid-based approach she was proposing could be extended to other disci-
plines and application areas; therefore arguing that it could be ‘exapted’. How-
ever, the question remained whether one could successfully ‘exapt’ this to the
business—IT alignment context, whether it would yield similar benefits, and
whether it would offer a method that could be viable for use by organisations.

By ‘exapting’ and successfully demonstrating the application of the maturity
grid-based approach in assessing communication in the business—IT alignment
context, this thesis has validated Maier’s (2007) proposal, as well as illustrating
that the approach is in fact viable and that it could be applied in other disciplines.
As far as could be determined, this is the first study to do so, hence this makes
a significant contribution, given that other disciplines and researchers — based
upon the successful ‘exaptation” of the approach in this thesis — may be alerted
to the approach’s application and applicability. This may in the future help to
raise the approach to a de facto standard for assessing communication, thereby
allowing it to mature and a well-developed design theory to accrue.

8.5 LIMITATIONS

Generally, by deciding on a certain topic, approach or method, several research
decisions has to be made (Bateson, 1987). Along with these decisions come as-
sumptions and often limitations. This thesis has made many methodological,
theoretical, and practical decisions. These relate to the maturity grid-approach,
factors associated with the assessment method itself, as well as the case study
conducted at the public sector organisation.

8.5.1  Maturity Grid-Based Assessment Approach

In adopting the maturity grid-based approach, several limitations were intro-
duced into this thesis:

¢ Firstly, communication is by its very nature a complex and abstract phe-
nomenon. A maturity grid strikes a balance between such a complex re-
ality and the simplicity of the underlying model; therefore, it may not
adequately reflect the true complexities of the phenomena and may not

provide an organisation with sufficiently meaningful information.
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¢ Secondly, a maturity grid treats all factors to be assessed as distinct. There-
fore, no interrelation or casual connections between factors are catered for.
This is in sharp contrast to more complex maturity models, which require
‘maturity” in some factors before one can move up a level. For a simple
snapshot of the current or desired communication situation, this does not
seem to be a cause for great concern, as the casual connections can be
addressed during the discussions between the different personnel in the

organisation.

¢ Thirdly, while a maturity grid can assist an organisation in identifying po-
tential communication problems, raising awareness, and allowing for ‘re-
flection’, it is not intended to perform the role of a root cause analysis.
Instead, organisations would need to resort to other methods to capture
the exact cause of a problem. As such, the sufficiency of a maturity grid-
based method as a standalone method for remedying communication prob-
lems and ultimately improving the communication practices in business—IT
alignment is difficult to ascertain. If used as a subjective diagnostic tool, as
is the case in this thesis, the method does appear to be sufficient — but it

may prove inadequate if used for other purposes.

8.5.2  Factors Influencing Communication in Business—IT Alignment

Another limitation refers to the conceptual model of factors on which the assess-
ment method was developed. This study has shown the extraction of factors to
be viable. However, while the Delphi participants reported that the 25 factors
were the most critical factors, others might have been neglected or even over-
looked. Moreover, other research methods might have yielded different factors
— given that Delphi studies have certain limitations. In addition, no study in the
business—IT alignment literature at present offers a comprehensive taxonomy
for communication. Therefore, triangulation and comparisons between factors
are difficult to execute thus rendering it difficult to ascertain the exact validity
of the factors that were included in the model.

8.5.3 Demonstration of the Method

Owing to the distinct nature of the case study performed at the public sector or-

ganisation, general conclusions may not necessarily be drawn. In particular, the
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case resided in a local setting. Therefore, it is difficult to prescribe whether sim-
ilar findings, benefits, and results would be attainable internationally. Moreover,
the communication situation in one organisation would differ from that in other
organisations. For an immediate proof-of-concept validation, this case study ap-
pears to have sufficed; but additional case studies would need to be conducted
in future for further validation and evidence.

The case study poses another limitation. Did the assessment lead to business—
IT alignment improvements in the public sector organisation visited? Because
of changes implemented after the assessment had been conducted, did certain
aspects become clearer, did communication increase, were the business and IT
functions more efficient, and could the business-IT alignment process be said to
have improved? Whether this resulted is a complex chain of cause and effects
that cannot be verified within the scope of this thesis. That said, Luftman (2003),
Reich and Benbasat (2000) and Coughlan et al. (2005) argue that any improve-

ment in communication would have a positive impact on business-IT alignment.

8.6 FUTURE RESEARCH OPPORTUNITIES

Part of the contribution of this thesis stems from creating opportunities for fur-
ther research. In fact, many of the previously highlighted limitations afford valid
concerns to be investigated. These opportunities refer to, among others, the con-
ceptual model of factors, benchmarking, the actual assessment approach, the
data analysis process, the assessment triggers and outcome(s), and external con-

sultancy.

8.6.1 Conceptual Model of Factors

The previous section outlined that a limitation entails the conceptual model of
factors upon which the assessment method was developed. In particular, the
model was not intended to be a “proven” or ‘correct” model, but rather to be
viable for application in this thesis. Future research could explore these factors
in more depth and possibly attempt to validate them explicitly.

In particular, future research could employ other research methods for factor
elicitation. This would allow comparisons to be made between the factors that
this thesis is proposing and those gathered by means of other methods. One
recommendation is that actual ethnographic observations or interviews be per-
formed in an industry setting. This might lead to direct insight into the factors
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that may affect communication during the alignment process. This may also
overcome some of the Delphi study limitations.

The conceptual model of factors (see Figure 5.4) included factors referring
to individual communicator (business or IT members). While the preliminary
list of 49 factors (see Appendix A) did include some cognitive and personality
related factors, these were mostly excluded later by the Delphi participants. Fu-
ture research could explore these cognitive and personality related factors more
explicitly.

Finally, yet importantly, as far as could be determined no study in the business—
IT alignment literature at present offers a comprehensive taxonomy of communi-
cation. The conceptual model of factors might be seen as a starting point for such
a taxonomy. Given this and the above-mentioned opportunities, future studies
could attempt to establish a dedicated taxonomy for communication in business—
IT alignment. This would greatly enhance our understanding of communication
during the alignment process and would afford a universal approach whereby
business—IT related communication could be assessed.

8.6.2 Benchmarking Communication in Business—IT Alignment

Should the assessment method developed in this thesis be adopted by indus-
try and more assessments be made, the accumulated data could then be used to
compare companies with each other. However, the contextual and situational set-
tings would probably differ between companies; for example, the size, turnover,
product spectrum, and industry selected will vary. Nevertheless, given enough
data to form clusters of companies according to product, industry sector, or size
of company, such data could likely be used for benchmarking purposes.

Future research could help in this effort by using the CAMI method to as-
sess communication in different industry settings. This would provide the data
needed for benchmarking measures to accrue over time.

8.6.3 Other Approaches to Assess Communication

This thesis opted to use the maturity grid-based approach to assess communi-
cation. Although well argued and supported, other complementary approaches
do exist. For example, Hargie and Tourish (2009) outline, among others, inter-

views, observation, critical incident analysis, focus groups, checklists and diary
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studies. Each of these methods afford different levels of analysis and has its own
strengths and weaknesses (Creswell, 2007; Patton, 2001).

Future work could compare and contrast the method proposed in this thesis
with these alternative methods, and may even explore different combinations
of methods. That said, the original requirements stipulated for an assessment
method (see § 5.2) would need to be adhered to. In addition, these other methods
would afford different methodological and epistemological assumptions, some
of which may overcome the limitations of this thesis while others may not. There-
fore, researchers would need to evaluate the methods carefully before applica-
tion.

8.6.4 Data Analysis Process (Delta Calculations)

This thesis employed a somewhat unorthodox approach to compare the differ-
ences between the perceptions and expectations of the business and IT personnel
on communication in an organisation (see § 6.2.2). In particular, it calculated the
‘distance’ (or then delta) between the mean scores for the current and desired
maturity of each factor for business and IT.

Future research could employ different statistical and, perhaps, non-statistical
approaches for the comparison process. It would be interesting to observe whether
other approaches yield different results and/or other insights into the data. For
example, Maier (2007), on whose work this thesis is based, opted to perform a
traditional gap analysis on the captured data. However, researchers should be
careful to ensure that they make the correct comparisons and that their findings
correspond with the intent of the assessment.

8.6.5 Assessment Triggers and Outcomes

During the case study conducted at the public sector organisation, this thesis did
not ascertain whether the assessment conducted led to business—IT alignment
improvements in the organisations visited. It also did not quantify the change
interventions that were needed to improve the organisation’s communication
situation.

Future research could explore, firstly, the interrelationship between the assess-
ment itself and the outcomes it may produce. This would require a significant
investment in time, since some change interventions might only yield results

long after implementation. Therefore, longitudinal studies or even replicative
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studies might be required. Secondly, future research could explore the change
interventions themselves. What change interventions are required to improve a
certain factor? While this thesis did not recommended interventions for each
factor, literature does exist that offers some suggestions for most of them.

This thesis prescribed that a particular trigger would initiate the necessity for
an organisation to perform an assessment. Future research could explore these
triggers in more depth to (i) determine those triggers that are more likely to oc-
cur, and (ii) to offer different examples of triggers within each category. Addition-
ally, future research could attempt to develop a health-check that organisations
could perform to indicate to them the necessity for performing an assessment

(Luftman, 2003; Reich & Benbasat, 2000; Coughlan et al., 2005).

8.6.6 External Consultancy

As delineated in Chapter 1, this study focused on human communication be-
tween business and IT personnel across the internal reporting lines in an organ-
isation, forming part of the social dimension of business—IT alignment. Thus,
external consultancy teams were excluded whom may upon request interface
with an organisation’s business and/or IT personnel. As result, communication
between business consultants and internal business staff, and IT consultants and
internal IT staff were neither considered nor addressed.

While excluded from the scope of the study, external consultancy is becom-
ing more common place in many organisations worldwide. Although the CAMI
method does not explicitly cater for the unique communication that may occur
between consultants and internal staff; it does hold the promise that it could
cater for it. That said, some of the factors that have been identified and included
in the method might not be applicable to this form of communication. There-
fore, future research could explore external consultancy in more detail and ver-
ify whether the existing method already addresses it sufficiently. In the event
that it does not, research could be performed to determine what distinct factors
would need to be introduced to the method; thereby to extent it into the external

consultancy domain.

87 PUBLICATIONS STEMMING FROM THIS RESEARCH

The following publications have resulted directly from the work in this thesis:
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¢ Coertze, ]. & Von Solms, R. (2015a). A Maturity Grid-Based Assessment
Method for Communication in Business-IT Alignment. MIS Quarterly. Sub-
mitted on 15 October 2015.

¢ Coertze, ]. & Von Solms, R. (2015b). Towards a Cybernetics-Based Com-
munication Framework for IT Governance. In Proceedings of the 48" Hawaii
International Conference on System Sciences. IEEE

¢ Coertze, J. & Von Solms, R. (2013a). The Board and CIO: The IT Alignment
Challenge. In Proceedings of the 47" Hawaii International Conference on System
Sciences. IEEE

Some publications also resulted from the preliminary investigations and argu-

mentation for this research:

¢ Coertze, ]. & Von Solms, R. (2014). The Murky Waters of IT Governance. In
Proceedings of the Information Security for South Africa Conference. IEEE

e Coertze, J. & Von Solms, R. (2013b). The Board and IT Governance: A
Replicative Study. African Journal of Business Management, 7(34)

8.8 CONCLUSION

Business—IT alignment deals with the way in which organisations can optimally
apply IT in an appropriate and timely way and in harmony with their business
strategies, goals and needs (Luftman, 2003). To facilitate such harmony, commu-
nication between business and IT personnel is vital from a social perspective
(Coughlan et al., 2005).

Several studies recognise communication as a critical factor in business—IT
alignment and it is thus a major concern. Despite this, there is at present no satis-
factory method by which organisations can capture, analyse and assess commu-
nication and its related processes in this context (Coughlan et al., 2005). Without
clear guidance in this regard, organisations are likely to continue experiencing
communication problems while trying to achieve proper alignment and may
have no way of identifying, analysing, assessing or remedying them.

To this end, this thesis reported on research undertaken to develop and val-
idate a method for assessing communication within the business—IT alignment
context. The method, termed the ‘Communication Alignment Maturity Improve-

ment (CAMI) method’, drew on the concept of a maturity grid, borrowed from
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the fields of software development (Paulk et al., 1995; Radice et al., 1985), qual-
ity management (Crosby, 1996, 1979), and, more specifically, engineering design
(Maier et al., 2006; Moultrie, 2004).

The method and its underpinning model presented in this thesis offer a novel
way of assessing communication. They allow for perceptions and expectations
on factors influencing it to be elicited in a forum that is accessible to both busi-
ness and IT personnel in modern-day organisations. The method also integrates
the existing literature from multiple domains, including engineering, communi-
cation, and management.

By adopting a systemic perspective, a multitude of factors that influence com-
munication during the daily work practices of both business and IT personnel
are used to assess the current state of communication and the desired situation,
thereby rendering an intangible subject more comprehensible.

This novel assessment method has been demonstrated and evaluated at a pub-
lic sector organisation, namely, a district municipality, in South Africa using a
case study. During this case study, in-depth data was gathered and findings
detailed. Accordingly, this study showed that the method is feasible for appli-
cation in industry and that it does exhibit utility. Hence, the method addressed
the requirements for acceptance, as set out by the design science paradigm (see
Chapter 4) and the established objectives for a valid assessment (see Chapter 5).
Consequently, it may be considered a valid contribution.

In essence, organisations can use this maturity grid-based method as a diag-
nostic tool for identifying communication difficulties or problem areas quickly.
Moreover, it will also allow them to gauge where improvements might be nec-
essary and possible, which is vital if this method is to have a positive effect

ultimately on the overall alignment process.
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PRELIMINARY 49 FACTORS FOR THE CAMI METHOD

ENVIRONMENTAL CATEGORY

1.1

Social norms: The rules, customs or standards of behaviour accepted as nor-
mal by members of the public and to which individuals are expected to conform
(e.g., honesty, respect, integrity etc.)

1.2

National language: The language spoken and written by the majority of the
members of the public; this also refers to the official language of the country, as
it is recognised and adopted by the government

1.3

National culture: The current values, beliefs and attitudes that characterise
members of the public and guide their practices; typically captured in the Con-
stitution of a country

1.4

Geography: The area(s) within which the organisation operates or sells its
products/services (e.g., local — single location, local — dispersed, local and

international etc.)

1.5

Legislation: The rules and policies instituted by the government that govern
the way in which enterprises operate; typically for a specific activity (e.g., POPI,
ECTA, Sarbanes-Oxley)

1.6

Authorities and agencies: The official institutions or organisations, often
created by the government, which are responsible for managing a particular
duty or service (e.g., ICASA, DPSA)

1.7

Rules and regulations: The written governmental orders, having the force of
law, employed to control, direct or manage particular organisational activities
(e.g., The King III Report)

1.8

Standards: The articulation of and compliance with both business standards,
such as ISO goo1, and IT standards, such as ISO/IEC 27002 and ISO/IEC
38500 (e.g., non-existent or not enforced, defined and enforced at functional
level, defined and enforced throughout an organisation)

1.9

Industry sector: The industry within which the organisation operates (e.g.,
manufacturing, agriculture, construction etc.)
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1.10

Economy: The state of the country or region’s production, consumption of

goods and services and the supply of money.

1.11

Technological developments: The advances, improvements, and alterations
being made to technology in the market within which the organisation trades.

1.12

Market trends: The (short- or long-term) general developments or changes

being experienced in the market within which the organisation trades.

1.13

Suppliers: The vendors who provide goods or services to the organisation.

1.14

Customers: The persons who buy goods or services from the organisation.

ORGANISATIONAL CATEGORY

2.1

Corporate culture: The current values, beliefs and attitudes that characterise
an organisation and guide its practices; typically captured in the mission or
vision statement of an organisation.

2.2

Organisational demographics: The socio-economic characteristics of an or-

ganisation’s personnel expressed statistically (e.g., average age, education level)

2.3

Management style: The approach used by the organisation to manage its
initiatives, projects and personnel (e.g., command and control, consensus-based,
results-based, profit/value-based, relationship-based)

2.4

Organisational structure: The type of management structure employed by
the organisation to manage both the business and IT personnel (e.g., top-down,
matrix, autonomous)

2.5

IT governance archetype: The combinations of people who have either deci-
sion rights or input rights to IT decisions (e.g., business monarchy, IT monar-
chy, feudal, federal, IT duopoly, anarchy)

2.6

IT division location: The physical location of the IT division and personnel
in relation to the rest of the organisation (e.g., centralised, decentralised, fed-
erated/hybrid) and the extent to which this promotes co-operation between the

business and IT personnel.

2.7

IT history: The performance track record of IT within the organisation (e.g.,

they never deliver on time, or on budget...!)

2.8

Perception of the role and strategic use of IT: How the executive man-
agement views IT’s contribution to the organisation (e.g., the cost of doing
business, an asset, a fundamental enabler, a fundamental driver, a business

partner)
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2.9

IT involvement in business strategic planning: The degree of involvement
of IT personnel during the strategic planning of the business strategy

2.10

Business involvement in IT strategic planning: The degree of involve-
ment of business personnel during the strategic planning of the IT strategy.

2.11

Reporting level of IT department head: At which management level
the head of the IT department (e.g., CIO) operates, and to whom s/he
immediately reports in the organisation (e.g., the CEO, CFO, COO etc.)

2.12

Work ethics: The values and beliefs held by the personnel in an organisa-
tion, and whereby they approach their daily work activities (e.g., hard work,
diligence, moral benefit)

2.13

Organisational procedures: The set of policies and procedures that define,
requlate and inform personnel on how they should operate and perform specific
work activities.

2.14

Architectural settings: The nature, purpose, prominence and distribution of
business and IT applications and systems throughout the organisation.

2.15

Organisational education/learning: The methods (e.., intra-nets, bulletin
boards, education, meetings, e-mail) in place to promote the education/learning
of experiences, problems, objectives and critical success factors within the or-
ganisation.

2.16

Communication protocol: The communication protocol (ease of access, fa-
miliarity of stakeholders) used throughout the whole organisation; this also
pertains to the communication style used (e.g., one-way, two-way, formal or
informal, flexible)

BUSINESS-IT FUNCTION (TEAM) CATEGORY

Cooperation: The extent to which a trust, confidence, cultural, social and po-
litical environment exists across IT and business units in the organisation (e.g.,
minimal interaction, transactional relationship, approaching informal etc.)

Leadership style: The manner and approach used by the business and IT
leaders in providing direction, implementing plans and motivating their re-
spective personnel (e.g., authoritarian, paternalistic, transactional, transforma-
tional etc.)

33

Competition: The extent to which the business and IT domains are competing

for the same resources (e.g., human resources, funding, physical equipment etc.)
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34

Team spirit: The extent to which a feeling of camaraderie exists among the

members within the domain, enabling them to cooperate and work well together.

35

Group norms: The unspoken, and often unwritten, set of informal rules that
govern the behaviours of individuals within the domain.

3.6

Domain language, tasks & projects: The specific constructs, jargon and
instruments used within the business and IT domains. This also refers to the
nature and type of tasks and projects performed by each domain.

37

Domain culture: The extent to which IT personnel view themselves as being
part of the organisation and assisting their business personnel counterparts;
also, how business personnel perceive IT personnel involvement in their own
activities (e.g., a them-and-us culture, one-team culture)

Cross-domain (mutual) understanding: The extent to which IT personnel
understand the organisation’s business environment (e.g., its customers, com-
petitors, processes, partners/alliances); this also pertains to the extent to which
business personnel understand the IT environment (e.g., its current and poten-
tial capabilities, systems, services, processes)

39

Knowledge sharing: The extent to which there is knowledge sharing (intellec-
tual understanding and appreciation of the problems/opportunities, tasks, roles,
objectives, priorities, goals, direction, etc.) between IT and business personnel.

3.10

Role descriptions & contacts: The extent to which clarity and understand-
ing exist of both business and IT personnel’s roles in the organisation and with
whom they should co-operate on particular issues.

3.11

Liaison(s) breadth & effectiveness: The use, role and effectiveness of IT and
business liaisons (e.g., CIO’s, IT oversight committee, IT steering committee)
to facilitate the transfer of IT knowledge to the business personnel and business
knowledge to the IT personnel.

3.12

Communication protocol: The communication protocol (ease of access, fa-
miliarity of stakeholders) used between the business and IT personnel; this also
pertains to the communication style (e.g., one-way, two-way, formal or infor-
mal, flexibility)

PERSONNEL CATEGORY

4.1

Job satisfaction: The extent to which an employee is content with his/her job,
the nature of work and style of supervision (e.g., whether they like the job, or
individual aspects or facets of the job etc.)
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Job motivation: The extent to which an employee is motivated to be continu-
ally interested and committed to his/her job, role, and to make an effort to attain
pre-stipulated goals.

43

Job commitment: The extent to which an employee feels responsible for the
mission and objectives of the organisation; this also refers to an employee’s
psychological attachment to the organisation.

44

Employee personality: The combination of characteristics or qualities that
form an employee’s distinctive character (e.g., his/her way of behaving, as well
as the feelings, and the thoughts of the employee)

45

Personal attitude, beliefs & perceptions: The combination of how an in-
dividual sees and interprets work situations, as well as behaves towards such
situations.

4.6

Cognitive styles: The preferred way in which an individual thinks, perceives
and remembers information (e.g., the employee prefers to adapt and use time-
honoured techniques; the employee prefers to be innovative)

47

Experience, skills & competence: The degree of business and IT experience,

skills and competencies held by the business and IT personnel respectively.
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FINAL LIST OF 25 FACTORS FOR THE CAMI METHOD

ENVIRONMENTAL CATEGORY

1.1

Legislation: Degree to which the organization adheres to and is knowledgeable
about the rules and policies that govern the way it should operate; typically for
a specific activity (e.g., POPI, ECTA, Sarbanes-Oxley)

1.2

Standards: Degree to which the organization adheres to and is knowledgeable
about both business standards, such as ISO goo1, and IT standards, such as
ISO/IEC 27002 and ISO/IEC 38500.

1.3

Best practices & guidelines: Degree to which the organization adheres to
and is knowledgeable about both governance best practices, such as King I1I and
OECD, and IT best practices, such as COBIT 5 and TOGAF.

1.4

Customers, products & services: Degree to which the organization is knowl-
edgeable and shares information about the needs and demands of customers,
service and\or products.

1.5

Technological developments: Degree to which the organization is knowledge-
able and shares information about the advances, improvements, and alterations
to technology in the market.

ORGANISATIONAL CATEGORY

2.1

Business involvement in IT strategic planning: Degree business involve-
ment during the strategic planning of the IT strategy.

2.2

IT involvement in business strategic planning: Degree IT involvement
during the strategic planning of the business strategy.

2.3

Management style: Degree to which the organization understands how it
can change the management style (e.g., command and control, consensus-based,
results-based, profit/value-based, relationship-based) to achieve clear communi-
cation.
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2.4

Perception of the role and strategic use of IT: How the board and executive
management view IT’s contribution to the organization (e.g., the cost of doing
business, an asset, a fundamental enabler, a fundamental driver, a business part-

ner)

2.5

Corporate culture: Degree to which current values, beliefs, and attitudes of
the organization promote free and open communication; typically captured in
the mission or vision statements.

2.6

Organisational structure: Degree to which the organization understands how
it can change the organisational structure used to manage the business and IT
functions (e.g., top-down, matrix, autonomous) to achieve clear communication.

2.7

Reporting level of IT function head: At which management level the head
of the IT function (e.g., Chief Information Officer - CIO) operates, and to whom
s/he immediately reports (e.g., the CEO, CFO, etc.)

2.8

The board and executive management’s IT ‘savviness”: Degree to which
the board, executive managers and supporting management are knowledgeable
about IT and exhibit digital leadership.

2.9

IT governance archetype (Input rights to IT decisions): Degree to which
the organization understands how it can change the combination of people who
have either decision rights or input rights to IT decisions to achieve clear com-
munication.

BUSINESS-IT FUNCTION (TEAM) CATEGORY

Leadership style: Degree to which the business and IT leaders promote free
and open communication when providing direction, implementing plans and

motivating personnel.

Function (Team) initiatives: Degree to which the business functions drive IT
initiatives and visa versa.

3-3

Cooperation: Degree to which cooperation exists between the business and IT

functions.

3.4

Communication style and ease of access: Degree of ease with which the
business and IT functions interact and how familiar they are with each other’s

roles.

35

Liaison(s) breadth & effectiveness: Degree to which business and IT liaisons
(e.g., CIO’s, IT oversight committee, IT steering committee) are used to effec-
tively transfer knowledge between the business and IT functions and vice versa.
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3.6

Cross-domain (mutual) understanding: Degree to which the business func-
tions understand the IT environment (e.g., its current and potential capabilities,

systems, services, processes) and visa versa.

37

Knowledge sharing: Degree to which there is knowledge sharing (intellectual
understanding and appreciation of the problems/opportunities, tasks, roles, ob-
jectives, priorities, goals, direction, etc.) between the business and IT functions.

PERSONNEL CATEGORY

Experience, skills & competence: How often do employees receive training
and attend workshops to improve their work experience, communication skills

and build competencies.

4.2

Job commitment: Degree to which employees feel responsible for the mission
and objectives of their function and the municipality; also, whether they are

committed to communicating with others.

43

Employee personality: Degree to which the employees” distinctive character
(e.g., their way of behaving, as well as their feelings, and their thoughts) pro-

motes free and open communication.

44

Job motivation: Degree to which an employee is motivated and interested in

his/her job or role; and, communicating with others.
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CAMI METHOD SURVEY

Background Information

DISCLAIMER: Your participation in this exercise and your individual responses will remain confidential and
anonymous. We will neither divulge such information to any outside party, nor identify it with you without
your written permission.

Thank you for agreeing to take part in this exercise. It forms part of a Ph.D. project at the Nelson Mandela
Metropolitan University. The aim is to gain insight into how an organisation can assess and improve its
communication between the personnel residing in the business and any ICT-related functions (business/IT
alignment).

Please try to answer all the questions in this survey to the best of your ability - given the matter at hand. Note that
your individual responses will remain anonymous and highly confidential. We will solely use them to obtain your
thoughts, views and perception of communication between the different functions in your municipality.

It will take approximately 20-30 minutes to complete this survey.

The survey has three parts:

e Part 1: Collects basic departmental information (we will use this solely to identify the specific function
within which you operate)

o Part 2: Collects your thoughts, views and perception on the inter-departmental communication between
your business function and ICT or vice versa within the municipality.

o Part 3: Collects your feedback on this survey, to help us improve its format and make it more
understandable and usable in future.

Instructions:
1. Please carefully read and respond to each of the questions.
2. Several questions require you to select the current and desired maturity of a factor and/or process within
your organisation. These selections depend on the maturity level descriptions found in the CAMI model (or
grid). You should have received this model (or grid) separately. Please consult it before continuing with this

survey.

3. To get further information or to deal with any questions, please contact the primary researcher Mr Jacques
J. Coertze by email at Jacques.Coertze2@nmmu.ac.za.

Once we have received your response(s) and those from a few other colleagues, we will collate and analyse the
findings, and then prepare a final report to management.

THANK YOU IN ADVANCE FOR YOUR PARTICIPATION!

Researcher
Mr. Jacques J Coertze — Jacques.Coertze2@nmmu.ac.za — Nelson Mandela Metropolitan University
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FEEDBACK SURVEY

The Business/IT Communication Alignment Maturity Improvement (CAMI)
Feedback Questionnaire

Please complete the questions below for us to capture your thoughts, views and opinions on how usable and useful this survey was

1. In general, how difficult was it to understand the content of this survey?
(Cross (X) one only)

O O O O O O
0 1 2 3 4 5
Very
Difficult very Easy
Comment (Optional):

2. Was there any aspect in the survey that you did not understand or that caused some confusion?
(Cross (X) one only)

a O

Yes No

2.1. If ‘yes’, what in particular would you recommend should be improved?

3. Based on the maturity level descriptions provided in the survey, how difficult was it to score each factor's
current and desired maturity?
(Cross (X) one only)

O 0 O 0 0 0
0 1 2 3 4 5
Very
Difficult Very Easy
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Comment (Optional):

4. Did the survey cause you to reflect on the level of communication between yourself and your colleagues
(e.g., business vs ICT or vice versa)?
(Cross (X) one only)

O O

Yes No

Comment (Optional):

5. To what extent did this survey affect your awareness of the importance of communication between yourself
and your colleagues (e.g., business vs ICT or vice versa)?
(Cross (X) one only)

O (| O O O |
0 1 2 3 4 5
High
No Impact Impact

Comment (Optional):

6. Are there any additional comments, suggestions or omissions that you would like to report?




ASSESSMENT REPORT

G.1

MATURITY SHEET — MATURITY ANALYSIS

5 Overall {(N=11) Business (N=8) IT (N=3)
H Factor #
= Delta | Current | Desired | Delta | Current [ Desired | Delta | Current | Desired
Legislation 1.1 1.36 2.55 3.1 1.50 2.38 3.88 1.00 3.00 4.00
E Standards 1.2 1.36 227 3.64 1.50 2.00 3.50 1.00 3.00 4.00
E Best practices & guidelines 1.3 1.00 2.82 3.82 1.00 275 3.75 1.00 3.00 4.00
IE Customers, services & products 1.4 1.55 218 3.73 1.50 2.25 3.75 1.67 2.00 3.67
Technological developments 1.5 1.27 2.55 3.82 1.50 2.50 4.00 0.67 2.67 3.33
Total 131 2.47 3.78 1.40 238 3.78 1.07 273 3.30
Delta | Current | Desired | Delta | Current | Desired [ Delta | Current | Desired
Business involvement in IT strategic planning 21 1.18 2.45 3.64 113 2.50 3.63 133 233 3.67
IT involvement in municipal strategic planning 2.2 1.55 218 3.73 1.38 2.25 3.63 2.00 2.00 4.00
Management style 23 1.45 2.09 3.55 1.63 1.88 3.50 1.00 2.67 3.67
E Perception of the role and strategic use of IT 2.4 1.45 2.27 3.73 1.38 2.38 3.75 1.67 2.00 3.67
'g Corporate culture 25 1.82 182 3.64 1.88 1.88 3.75 1.67 167 3.33
g Organisational structure 2.6 1.55 227 3.82 1.38 2.38 3.75 2.00 2.00 4.00
Reporting level of IT function head 27 091 255 3.45 0.63 275 3.38 1.67 2.00 3.67
The board & i it's IT 28 1.09 2.36 3.45 113 2.25 3.38 1.00 2.67 3.67
IT governance archetype 29 0.91 245 3.36 0.88 2.50 3.38 1.00 233 3.33
Total 1.32 227 3.60 1.26 231 3.57 1.48 219 3.67
Delta | Current | Desired | Delta | Current [ Desired | Delta | Current | Desired
Leadership style 31 1.64 218 3.82 1.75 213 3.88 133 233 3.67
Function (Team) initiatives 3.2 118 2.45 3.64 0.88 2.75 3.63 2.00 1.67 3.67
—E Cooperation 3.3 1.00 273 3.73 0.88 3.00 3.88 133 2.00 333
L;.; ‘Communication style and ease of access 3.4 1.09 2.82 3.91 0.75 3.13 3.88 2.00 2.00 4.00
E Liaison(s) breadth & effectiveness 35 1.09 255 3.64 0.88 263 3.50 1.67 233 4.00
C d in (mutual) und: ding. 3.6 1.36 227 3.64 138 2.25 3.63 133 233 3.67
Knowledge sharing 3.7 118 2,55 3.73 113 2.50 3.63 133 2.67 4.00
Total 1.22 251 3.73 1.09 2.63 3.7 1.57 219 3.76
Delta | Current | Desired | Delta | Current | Desired | Delta | Current | Desired
Experience, skills & competence 41 1.64 2.09 3.73 1.88 1.88 3.75 1.00 2.67 3.67
E Job commitment 4.2 1.36 2.36 3.73 L7 2.38 3.63 1.67 233 4.00
]
E Employee personality 43 1.82 2.00 3.82 1.75 2.00 3.75 2.00 2.00 4.00
Job motivation 4.4 1.73 2.09 3.82 1.88 2.00 3.88 1.33 233 3.67
Total 1.64 214 3.77 1.69 2.06 3.75 1.50 233 3.83
Delta | Current | Desired | Delta | Current | Desired [ Delta | Current | Desired
Global 1.34 2.36 3.70 1.31 237 3.68 143 232 375
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High maturity 0.0% [x] £1.0
Moderate Maturity 1.01 < |x| £2.00

Low maturity 2.01< |x|<3.00




G.2

(.2 SCORE SHEET — SCORE ANALYSIS

SCORE SHEET — SCORE ANALYSIS

Category Score Mismatch

Difference (A)

Levelof | ol e Perception | Expectation
[ Eery Mismatch | Mismatch
1 Environment A 229 | @A 163 |@
=
; 2 Organisation A 350 (@A 19 |@
& 3 Function (Team) A 3% |@|A 183 |@
4 Personnel A 117 (@A 092|@
Score: A 1092 A 633
Max: A 75.00 A 75.00
Detailed Score Mismatch Breakdown
Perception Expectation Difference (A)
Perception | Expectation
Level of
Factor # Factor / Process Business T Business g Mismatch Mismatch
Influence
{Max: A3) (Max: A3)
11 Legislation 2.38 3.00 3.88 4.00 A 083 (@A 013|@
o
E 12 Standards 2.00 3.00 3.50 4.00 A 100 @A o050 |@
£
B 13 Best practices & guidelines 275 3.00 3.75 4.00 A 025 @A 025 |@
s
2
= 14 Customers, services & products 225 2.00 3.75 3.67 A 025 (@A o08|@
-
15 Technological developments 2.50 2.67 4.00 3.33 A 017 (@A 067|@
Score: A 229 A 1863
Manx: A 15.00 A 15.00
Perception Expectation Difference (A)
Perception | Expectation
Level of
Factor # Factor / Process Business T Business g Mismatch Mismatch
Influence
{Max: A3) (Max: A3)
21 Business involvement in IT strategie planning 250 233 3.63 367 A 017 (@A 00| D
22 IT involvement in municipal strategic planning 2.25 2.00 3.63 4.00 A 025 (@A 038|@
23 Management style 1.88 2.67 3.50 3.67 A 079 |@|A 017G
£
2 2.4 Perception of the role and strategic use of IT 2.38 2.00 3.75 3.67 A 038 | @|A 008|@
%
a 25 Corporate culture 1.88 1.67 3.75 3.33 A 021 @A 0482|@
® 26 Organisational structure 2.38 2.00 3.75 4.00 A 038 (@A 025|@
I
27 Reporting level of IT function head 2.75 2.00 3.38 3.67 A 075 |@|A 029|D
28 The board & i s IT 2.25 2.67 3.38 3.67 A 042 (@A 029|@
29 IT governance archetype 2.50 233 3.38 3.33 A 017 |@|A 004D
Score: A 350 A 19
Max: A 27.00 A 27.00
Perception Expectation Difference (A)
Perception | Expectation
Level of
Factor # Factor / Process Business T Business T Mismatch Mismatch
Influence
{Max: A3) (Max: A3)
3.1 Leadership style 213 2.33 3.88 3.67 A 021 @A 021|@
s 32 Function (Team) initiatives 275 167 3.63 3.67 A 108 A 003 |@
B
E 33 Cooperation 3.00 2.00 3.88 3.33 A 100 | @|A 054D
E E
< § 3.4 Communication style and ease of access 3.3 2.00 3.88 4.00 A 113 A 013 |@
8=
g E
£ 35 Liaison(s) breadth & effectiveness 263 233 3.50 4.00 A 029 |@|A 050D
3
a
= 36 Cross-domain (mutual) understanding 2.25 233 3.63 3.67 A 008 (@A 00s|@
37 Knowledge sharing 250 2.67 3.63 4.00 A 017 (@A 038|@
Score: A 396 A 183
Max: A 2100 A 2100
Perception Expectation Difference (A)
Perception | Expectation
Level of ) :
Factor # Factor / Process Business m Business T Mismatch Mismatch
Influence
(Max: A3) (Max: A3)
_ 41 Experience, skills & competence 19 27 3.8 37 A 079 (@A 008|@
T
g 42 lob commitment 2.4 23 3.6 4.0 A 0048 |@|A 038|@D
§ a3 Employee personality 2.0 20 3.8 40 A 000 (@A 025|@
<
aa Job motivation 2.0 23 3.9 37 A 033 (@A 021|@
Score: A 117 A 092
Max: A 1200 A 1200
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G3 ACTION REPORT — FACTOR PRIORITY ANALYSIS

Factor Priority Analysis

Perception Expectation Difference (A)
Perception | Expectation | Overall
Factor # Factor / Pracess Business T Business T i ! i } i F

(Max: £3) (Max: A3) (Max: £.6)
3.3 Cooperation 3.00 2.00 3.88 3.33 A 100 @ | A 054G | A 154
1.2 Standards 2.00 3.00 3.50 4.00 A 100 @ | A 050@ | A 150
3.4 Communication style and ease of access 3.13 2.00 3.88 4.00 A 113 A 013D A 125
32 Function (Team) initiatives 275 167 3.63 3.67 A 108 A 003 @A 113
27 Reporting level of IT function head 275 2.00 338 367 A075@|A 029 @ | A 104
23 Management style 1.88 2.67 350 3.67 A 079 @|A 017|@ | A 038D
41 Experience, skills & competence 1.88 2.67 3.75 3.67 A 079 @G| A 008 @ |A 088D
15 Technological developments. 2.50 2,67 4.00 3.33 A 017D | A 067D | A 083D
35 Liaison(s) breadth & effectiveness 263 233 3.50 4.00 A 029D | A 050D (A 079D
11 Legislation 238 3.00 388 4.00 Ao063@|A 013G |A 075D
28 The board & i s IT 225 267 338 3.67 A04a2@|A 0295@|A 071D
2.6 Organisational structure 2.38 2.00 3.75 4.00 A 038 @ |A 025@ | A 063D
2.2 IT invol in icipal strategic 2.25 2.00 3.63 4.00 A 025G |A 038 @ | A 063D
25 Corporate culture 1.88 1.67 3.75 3.33 A 021D | A 042 DA 063D
44 Job motivation 2.00 2.33 3.88 3.67 A 033D |A 021D | A 058D
37 Knowledge sharing 250 267 363 4.00 A 017G | A 038 @ | A 054 @
13 Best practices & guidelines 2.75 3.00 375 4.00 A 025@|A 025G | A 050D
24 Perception of the role and strategic use of IT 2.38 2.00 3.75 3.67 A 038 @G| A 008 @|A 048D
3.1 Leadership style 213 2.33 3.88 3.67 A 021D |A 021D | A 042)0
42 Job commitment 2.38 2.33 3.63 4.00 A 004D |A 038 DA 042D
14 Customers, services & products 225 2.00 375 367 A 025G | A 008G | A 033 O
43 Employee personality 2.00 2.00 3.75 4.00 A 000 @|A 025@|A 025@
2.9 IT governance archetype 2.50 2.33 3.38 3.33 A 017 Q| A 004 @ | A 021D
21 Business involvement in IT strategic planning 2.50 2.33 3.63 3.67 A 017D | A 008 @ | A 021D
36 Cross-domai d ding 225 233 3.63 3.67 A 008 @|A 003 @A 013D
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G.4 THE GRAPHS

Owerall Delta (Blip) Chart

G.4.1

Overall Communication Score Alignment (A Chart)
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