View metadata, citation and similar papers at core.ac.uk brought to you by fCORE

provided by AIS Electronic Library (AlSeL)

Association for Information Systems

AIS Electronic Library (AISeL)

ECIS 2015 Completed Research Papers ECIS 2015 Proceedings

Spring 5-29-2015

Person-technology Fit and Work Outcomes: A
Study among I'T Professionals in India

Gunjan Tomer

Indian Institute of management, f10gunjant@iimidr.ac.in

Follow this and additional works at: http://aisel.aisnet.org/ecis2015_cr

Recommended Citation

Tomer, Gunjan, "Person-technology Fit and Work Outcomes: A Study among IT Professionals in India" (2015). ECIS 2015 Completed
Research Papers. Paper 181.

ISBN 978-3-00-050284-2

http://aisel.aisnet.org/ecis2015_cr/181

This material is brought to you by the ECIS 2015 Proceedings at AIS Electronic Library (AISeL). It has been accepted for inclusion in ECIS 2015
Completed Research Papers by an authorized administrator of AIS Electronic Library (AISeL). For more information, please contact
elibrary@aisnet.org.


https://core.ac.uk/display/301366837?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1
http://aisel.aisnet.org?utm_source=aisel.aisnet.org%2Fecis2015_cr%2F181&utm_medium=PDF&utm_campaign=PDFCoverPages
http://aisel.aisnet.org/ecis2015_cr?utm_source=aisel.aisnet.org%2Fecis2015_cr%2F181&utm_medium=PDF&utm_campaign=PDFCoverPages
http://aisel.aisnet.org/ecis2015?utm_source=aisel.aisnet.org%2Fecis2015_cr%2F181&utm_medium=PDF&utm_campaign=PDFCoverPages
http://aisel.aisnet.org/ecis2015_cr?utm_source=aisel.aisnet.org%2Fecis2015_cr%2F181&utm_medium=PDF&utm_campaign=PDFCoverPages
http://aisel.aisnet.org/ecis2015_cr/181?utm_source=aisel.aisnet.org%2Fecis2015_cr%2F181&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:elibrary@aisnet.org%3E

PERSON-TECHNOLOGY FIT AND WORK OUTCOMES: A
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Gunjan Tomer, Indian Institute of Management, Indore, f10gunjant@iimidr.ac.in

Type of paper: Complete Research

Abstract

The present study contributes to individual level information systems research by addressing an im-
portant and yet unanswered research question. The present study is a part of a large study conducted
to explore and understand impact of technology allocation among Indian IT professionals. In the first
part of the study we conducted a qualitative study based on grounded theory methodology. Our find-
ings suggest that technology allocation might contribute in understanding the behaviour of IT profes-
sionals. We found that IT professionals evaluate the technology allocated to them on dimensions such
as career consequences; however their evaluation is affected by individual level preferences. This
evaluation, either positive or negative, influences their job outcomes. Further, we explored the factors
that make a technology preferable to others and explicated relevant technology characteristics for IT
professionals. Considering the relationship between individual preferences and technology charac-
teristics, we have employed PE fit theory as an overarching theory to explore the phenomenon. Based
on the findings of first part of the study and synthesis of literature we proposes a new construct, “Per-
son technology fit” which is hypothesized to affect career satisfaction and turnover intention. Poly-
nomial regression analysis and response surface method is used for data analysis as they are sug-
gested to be an appropriate tool for fit studies in extant literature. Based on data collected from 386
IT professionals working in Indian IT organizations, person technology fit was related to career satis-
faction and turnover intent.

Keywords: Technology characteristics, PE fit theory, Person technology fit, IT professionals

1 Introduction

“ADG is biggest market player in web vertical... exposure to these kinds of technologies is perceived
better for future career growth...”

“...People working in high demand technologies feel better about them and have greater sense of job
security...”

“The technology I have worked in since last 2 years is widely getting acceptance in e-commerce mar-
ket...this has raised my chances of getting a significant position in near future...”

-- Interviews with IT professionals

The primary motivation of the present study came from our observations of the real world fol-
lowed by the conversations with IT professionals. We witnessed strong emotions and opinions re-
vealed during these interviews. Some of these voices shared with us were of hopefulness, aspirations,
sense of security, whereas some were of dissatisfaction, despair and frustration. The interesting reflec-
tion was that these expressions exhibited were somehow related to the technology they were working
in. The inferences were interesting as the technology was observed to be an inherent part of the work
life of an IT professional; hence, it is expected to affect their professional lives. A major part of an IT
professional’s work role consists of a complex process of software development that demands a high
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level of technical proficiency and diligence." We were seeking answers to the question such as, ‘what
causes an IT professional to favorably accept a given technology? What technology characteristics are
relevant to IT professionals? And what are the outcomes if an IT professional is bound to work in an
unfavorable technology? Despite ample research in this area, unfortunately we found that the litera-
ture is grossly silent on the impact of technology on the work life of an IT professional. To address
the issue, we designed the study in two phases. In the first phase, we used a grounded theory method-
ology to explore what technology means to an IT professional and its various aspects. A brief descrip-
tion of a relevant sub part of the study is provided in Annexure A. Following theoretical saturation
and constant comparative method, we collected data from IT professionals and HR professionals. In-
depth interviews with 42 respondents were conducted as prescribed in grounded theory approach. A
brief summary of the findings of the study is provided below.

Technology allocation process is driven by the business requirements of the organization. The
technology in which an IT professional will work is decided by the organization and she/he is trained
in the allocated technology. Thus Individual preferences are not considered in the technology alloca-
tion process. There is no ‘good for all’ technology and evaluation of a given technology is influenced
by individual preferences. An IT professional evaluates a technology allocated to her/him on different
parameters or characteristics, primarily based on the impact of the technology on career consequences
and professional preferences. We found that construct of fit can better capture the relationship be-
tween individual expectations and technology characteristics. We observed that perceived misfit with
the technology was salient in our interview data. The above stated findings guided the second phase of
our study. The objective of second study is to quantitatively validate the phenomenon of the impact of
technology allocation on IT professionals. The present manuscript elaborates the second phase of the
study.

We focused our study on Indian IT professionals for the following reasons. First, the phe-
nomenon was primarily observed among Indian IT professionals. Second, since the advent of global
software development (GSD), Indian IT industry is growing at a rapid rate, IT organizations (at the
GSD sites) recruit a large number of IT professionals each year (NASSCOM, 2012). For example,
Infosys, one of the leading Indian IT organizations employs one and half million IT professionals as
compare to 97,000 professionals in Microsoft Corporation (Infosys, 2013; Microsoft, 2013). Given
the large employee base, human resource issues posit a challenge for the organizations. One of the
important yet neglected issues is the allocation of technology to the IT professionals in order to
achieve better productivity. Indian IT industry thrives on outsourced projects. Thus their human re-
source planning depends on their project acquisitions. This operating scenario has given rise to “busi-
ness requirement” based recruitment, ignoring the individual preferences of the IT professionals for a
given technology. Our initial findings suggest that fulfillment of individual expectations regarding the
allocation of a given technology induces positive work outcomes. In the present study we focus on
career satisfaction and turnover intention. We focus on these two outcome variables because of fol-
lowing reasons. One, employee attrition is reported to be higher in IT industry compared to the other
industries (Joseph et al., 2007). We have reasons to believe that technology allocation might contrib-
ute to understand attrition. Also career aspirations of an IT professional were found to be affected by
given technology thus we propose that their career satisfaction might also get affected by the technol-
ogy they were working in.

Y1t is useful to understand what we mean by ‘technology’ in the context of the present study. We refer “technology they are
working in” as the information technologies and tools employed to develop and maintain applications and software system.
The IT professionals’ job requires them to gain proficiency and technical skills in particular technologies. As there is a very
large set of these tools and technologies, it is very unlikely that an IT professional will be expert in all the technologies.
However in the current practice, they are trained in a particular technology/tool allocated to them and then they are assigned
projects related to their acquired skills.
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2 Theoretical foundation

Literature has conceptualized technology as a differentiated entity having various aspects or charac-
teristics rather than a single entity (Nelson, 1990). These characteristics affect individual’s behavior in
various ways. For instance technostress is defined as a stress observed by the individuals because of
technology characteristics such as perceived complexity, invasion and uncertainty (Tarafdar et al.,
2007; Ayyagari et al., 2011). However, perception of these characteristics varies based on individual
attitudes. Orlikowski and colleagues (2001) explained that the understanding of technology for an in-
dividual is dependent on the perception of an individual towards a particular technology. Since indi-
vidual differs in their need, same technology can be perceived in different ways by different individu-
als. In fact, Venkatesh and Speier (2002) stated that “...people have different expectations and needs.
Individual characteristics can lead to different perceptions about a particular technology”. This line of
reasoning implies that same technology can be evaluated differently by different individuals and there
are no “good for all” technologies, rather it is determined by individual expectations and preferences.
To understand the outcome of technology allocation on the IT professionals, we build on the person
environment (PE) fit theory. We focused on PE theory because the basic premise of the theory is that
the work outcomes, perceptions, attitudes and behavior of individuals is not determined only by the
person level factor or the environment factors independently but from the relationship between them.
Literature suggests the existence of a fit between both the person and the environment matters in ex-
plaining the observed and experienced outcomes.

2.1 Person environment fit

The Person environment (PE) fit theory is widely explored and discussed in organization behaviour
and psychology research. The ‘environment’ factors have been redefined in various theories to ex-
plain the fit of an individual with different aspects of his/her environment such as Person-Job fit and
Person-Organization fit, explaining the fit of an individual with a job or an organization. The funda-
mental ground of relationship between person and environment has been explored in other theories as
well, such as adjustment and job satisfaction (Dawis & Lofquist,1984), work design (Kulik, Oldham,
& Hackman, 1987), mental health (Furnham & Schaeffer, 2011) and work life conflict (Chen, Powell
& Greenhaus, 2009). The PE fit approach has also been widely used in IS studies to explain phe-
nomenon such as technology adoption (Venkatesh & Goyal, 2010) and task technology fit (Zigurs &
Buckland, 1998). In fact, researchers have employed different approaches based on their conceptuali-
zation of PE fit.

2.2 Person technology fit

Technology is an inherent part of the work of IT professionals. It constitutes a significant part of their
work settings and hence, technology is bound to impact IT professionals work behaviors. During our
field study, we observed that each individual has different expectations regarding the technology they
want to work in. For instance few shared their interest in working in high end programming languages
such as Java whereas others expressed their interest in working in databases. Their work behavior was
found to be influenced by the technologies they are working in. For instance ease of learning can be
different for each technology and individuals can have their own pace and ability to learn. So in that
way technology impact the way IT professionals work in their domain. It is also evident that tech-
nologies differs from each other (Nelson, 1990; Ayyagari, 2011) based on their characteristics. Litera-
ture has identified various technology characteristics such as radicalness (Aiman-Smith et al., 2012),
ease of use, usefulness (Davis, 1989) and uncertainty (Pazy, 1994). Since both individual and tech-
nologies differs in multiple parameters we propose that the question of evaluation can be better an-
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swered through the overarching theory of PE fit. Drawing from the theory of PE fit, we propose a new
construct, i.e., “Person Technology fit”.

The person technology (PT) fit extends the phenomenon of PE fit similar to the other applica-
tions of the theory. We conceptualize PT fit as a collective construct which defines and measures the
congruence or fit between individual and technology dimensions. The term person technology fit has
been used in prior studies (Ayyagari, 2011) where it is used to explain “how specific technology char-
acteristics induce stress in individuals”? Person technology fit is define in IS literature as a fit or syn-
ergy between an individual and technology. However, the extant literature looked at the PT fit from
the perspective of the users of technology. In the present study, we are extending the construct to the
context of IT professionals rather than technology users and we define person technology fit as “the
amount of fit or match perceived by an individual towards the technology she/he is working in and
her/his individual expectations and preferences.”

In the absence of a specific theory to explain person technology fit we reviewed related litera-
ture. We found Technology Acceptance Model (Davis 1989) and technostress (Ayyagari, 2011) stud-
ies as supporting literatures. Both streams of literature identify technology as a differentiated entity
and provide a better understanding of technology by segregating its characteristics. This reinforced
our findings (phase 1) that technology has different dimensions and each dimension is perceived dif-
ferently by the individuals. For instance, TAM suggests that perceived ease of use and usefulness de-
termines the acceptance of technology. It also suggests that same technology can be perceived and
evaluated differently by different individuals based on individual and personality level differences.
We also propose that no single technology is a panacea and largely it is related to individual prefer-
ences and expectations. We also found evidences in literature which supports that the technology the
IT professionals are working in is an important factor in determining their future career path and
available opportunities (Thatcher et al., 2002; Chau, 1996). These studies have identified specific fac-
tors of technology which influence individual’s attitude towards a given technology; for instance,
availability of jobs and perceived peer esteem. IT professional’s need of gaining job security, acquir-
ing peer esteem and seeking meaningful work are well established. Thus, these facts and PE fit litera-
ture lead us to our belief that a perceived mismatch or lack of fit between the technology assigned and
individual expectations with the technology will incubate negative work outcomes.

2.3 Technology characteristics

2.3.1 Long term consequence of technology

Long term consequences of working in a technology is defined in literature as outcomes that payoffs
in future (Thompson et al., 1991). The reward or payoffs associated with work is a significant source
of motivation for work. Some established theories have supported this relationship such as the expec-
tancy theory (Vroom, 1964). In IS literature, perceived consequences has been studied with respect to
utilization of technology and also in adoption of technology (Thompson et al., 1991; Chau, 1996).
Findings of these studies suggest that perceived consequences influence the outcomes related to tech-
nology acceptance, and usage. There are studies which have explored the consequences of working in
a particular technology. For instance, literature suggests that motivation to work in a technology can
be driven from future career prospects such as availability of good work opportunities, ease in finding
alternate jobs and acquiring meaningful work. The perceived attractiveness of career consequences is
driven by individual preferences. Individuals who are technically oriented seek satisfaction from peer
esteem, competent colleagues and challenging tasks (Igbaria et al., 1991). These consequences di-
rectly affect work outcomes such as the availability of alternate job options is believed to have a direct
impact on turnover intention (Thatcher et al., 2002). Long term consequences are likely to have mul-
tiple dimensions such as increase in self esteem, better work opportunities both inside the organization
and outside the organization.
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2.3.2 Challenging technology

Individuals differ in terms of their source of motivation. There can be different sources which moti-
vate or drive different set of individuals. The challenge of the task allocated has been identified as one
of the significant motivators for an individual (Hackman & Oldham, 1975). The non challenging work
is expected to induce negative psychological conditions among individuals (Hackman, Pearce, &
Wolfe, 1978). There are studies in IS literature which categorize complexity, ease of learning and ease
of use as significant technology characteristics which influence outcomes among individuals. How-
ever all these characteristics are perceptual in nature and are determined by individual attitude and
belief. For instance a technology which is perceived highly challenging by an individual can be per-
ceived as slightly (or not) challenging by another individual. Thus it is essential that technology ful-
fills the expectations of IT professionals. We extend this argument by saying that if an individual seek
challenges in her/his allocated technology and her/his expectations are not fulfilled by the allocated
technology, it might lead to a misfit causing negative work outcomes. Literature also presents similar
evidences that perceived challenge in the work is an important predictor of IT professional’s behavior
at work place (Burn et al., 1994).

2.3.3 Technology Uncertainty

Literature has described Technology uncertainty (TU) as a construct which reflects the perceived
speed of technological change in an organization or industry. Technology uncertainty reflects “the
perceived speed of technological change...” (Geyskens et al, 2006). Based on our literature review,
we define technology uncertainty as “the degree of change in a technology which is difficult to predict
with certainty and impact the processes in IT industry”. Technology uncertainty as a construct indi-
cates the factor of risk. The risk can be of professional obsolescence, job insecurity or financial inse-
curity. However it also presents opportunity of learning new tools, technology and professional ad-
vancements. As discussed earlier, we argue that the appropriateness of technology for an IT profes-
sional is based on their own perceptions and preferences. For instance individuals with higher need of
self updation and professional growth might prefer a continuously changing technology over an estab-
lished tool or technology as this will allow them to build their technical proficiency and enhance their
skill set. However the motivation to acquire advance technical skill set can be linked to other out-
comes such as monetary growth or self esteem. The focus of the present study is not to measure the
impact of TU on IT professionals work outcomes; rather, we are interested in understanding the work
outcomes of IT professionals when there is a misfit between the perceived TU and their need to work
in uncertain technologies (or vice versa).

3 Hypotheses development

3.1 Work outcomes: Career satisfaction

Considering high turnover and increased stress levels among IT professionals, it has become a chal-
lenge to keep these professionals motivated. Literature suggests that fulfillment of career expectation
leads to many positive outcomes such as commitment and employee retention (Greenhaus et al.,
1990). However managing career expectations of individuals can present another set of challenges,
specifically among IT professionals. IT professionals include a diverse range of individuals with dif-
ferent set of skills, preferences and desires, which poses challenges for management of IT profession-
als. It is worthwhile to explore individual preferences and to provide the work settings which meet the
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requirement of IT professionals. This is the reason that we chose PE fit theory to explore congruence
between individual level expectations and the desired work settings. Career satisfaction depends on
how well individual career desires are getting fulfilled by the current job (Jiang et al., 1999). Need-
supply fit framework demonstrates the effect of PE fit on career satisfaction. This framework captures
two important dimensions, first, needs of an individual and second, how the needs of an individual are
fulfilled by the environment. Thus, the conceptualization of need-supply fit implies that discrepancy
between the need of an individual and supply provided by the environment (in this case organization)
will lead to reduced career satisfaction. If an individual’s career needs fit her/his job, it will lead to
increased career satisfaction (Cable & DeRue, 2002). Based on the importance of congruence, several
studies in IS literature have employed PE fit theory in career satisfaction context (Greenhaus et al.,
1990).

In the present study, we are proposing that person technology fit (PT fit) will influence career
satisfaction. Although the impact of PT fit on IT professionals is not studied in the literature, there are
many studies which highlight the importance of technology in determining career outcomes of IT pro-
fessionals (Thompson et al., 1991; Chau, 1996; Igbaria et al., 1991; Speier & Venkatesh, 2002). Pre-
vious studies have found that there is a strong correlation between working in a particular technology
and the career consequences such as ability to change jobs or opportunity to get more meaningful
work (Beatty & Gordon, 1988; Thompson et al., 1991). As individual differs in their needs and ex-
pectations, their career preferences also differ significantly for instance, a set of individual can assign
greater valence to meaningful work. As technology is an inherent part of their (IT professional) work,
the complexity of the technology will influence their perceived challenge while working in a given
technology. These individuals, if assigned a technology which demand execution of simple routine
tasks, are more likely to experience lower career satisfaction (Beatty & Gordon, 1988). Advancement
and enrichment of skill set is one of the critical factors in determining career satisfaction (Greenhaus
et al., 1990). Speier and Venkatesh (2002) in their study discusses that a given technology can act
both as a competence enhancing or a competence destroying technology. Competence enhancing
technology will enable the IT professionals to enhance their skill set while competence destroying
technologies can induce the fear of professional obsolescence. Similarly technology uncertainty also
induces fear of professional obsolescence (Pazy, 1994). Pace of change of technology also tend to
create necessity to learn new technologies. Thus, we can infer that a technology can influence the ac-
quisition of new skills thus influencing career satisfaction of IT professionals (Greenhaus, 1990).
Based on the literature we argue that the fit between the technology allocated to a IT professional and
her/ his career preferences will impact career satisfaction.

Hypothesis 1(a)

The fit between IT professional’s preferred technology having long term consequences and perceived
long term consequence of the technology s/he is working in is positively related to career satisfaction.

Hypothesis 1(b)

The fit between IT professional’s preference for working in a challenging technology and perceived
challenge in the technology s/he is working in is positively related to career satisfaction.

Hypothesis 1(c)
The fit between IT professional’s preference for working in an uncertain technology and perceived
uncertainty of the technology s/he is working in is positively related to career satisfaction.

3.2 Turnover intention

Turnover intention is a persistent problem for the management of IT professionals. Studies suggest
that as compared to other professionals, turnover intention among IT professionals is higher (Joseph,
2007). In recent years different research models to explain turnover intention has added useful in-
sights in understanding the phenomenon. The Moore model (Moore, 2000) associated work exhaus-
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tion to turnover intention, similarly job and career satisfaction and organizational commitment
(Thatcher et al., 2002; Igbaria et al., 1991) are also identified as antecedents of turnover intention.

Person technology fit has also been studied with respect to turnover intention although the
study restricted to technology users. Speier and Venkatesh (2002) in their work suggest that if a tech-
nology is not considered relevant to the expectations (PT fit is not positive) of an individual she/he
will intent to leave the organization. They recommended that individual perception of technology and
technology characteristics will influence various subjective and objective outcomes including turn-
over intention. We reviewed the extant literature to find relationship between technology characteris-
tics defined in present study and turnover intention. The availability of alternate job options is be-
lieved to have a direct impact on turnover intention (Thatcher et al., 2002). Studies also suggest that
the perception about the growth opportunities available at work plays an important role in their deci-
sions to leave or stay with the organization (Hsu et al., 2003). Based on this argument we hypothe-
sized that long term consequences of technology such as job opportunities available outside the or-
ganization affects turnover intention.

Ferratt and Short (1986) conducted a study to determine that whether IT professionals differ
from other occupational group with respect to work motivators. They found that need to do meaning-
ful work was rated as most important motivating factor by IT professionals. However how they define
meaningful work depends on individual perspectives. Opportunity provided by a certain technology to
accomplish meaningful work might influence the perception of an IT professional about that technol-
ogy. A negative attitude or orientation associated with the current technology (Braverman, 1974, in
his study illustrated a negative perception of deskilling which is the perception that she/he is losing
skill sets as demanded by job market) can induce voluntary turnover. Based on these arguments we
hypothesize that if individuals desire to work in a technology which is challenging and meaningful is
not fulfilled by the allocated technology they might intend to leave the organization. Another impor-
tant dimension of technology that is supposed to impact turnover intention is technology uncertainty.
Technology uncertainty indicates the pace of change of a technology and is often identified with in-
troduction of new technologies or technological updates for existing technologies. These changes lead
to increased pressure to acquire new skills, demanding more time and effort from IT professionals.
Increased work demands cause work exhaustion and turnover intention (Moore, 2000).

Hypothesis 2(a)

The fit between IT professional’s preferred technology having long term consequences and perceived
long term consequences of the technology s/he is working in is negatively related to turnover inten-
tion.

Hypothesis 2(b)

The fit between IT professional’s preference for working in challenging technology and perceived
challenge in the technology s/he is working in is negatively related to turnover intention.

Hypothesis 2(c)

The fit between IT professional’s preference for working in an uncertain technology and the per-
ceived uncertainty of the technology s/he is working in is negatively related to turnover intention.

3.3 Analytical Representation of the Hypotheses

In the present study we are employing polynomial regression analysis along with the response surface
method to test the proposed hypotheses. In this section we represent our hypotheses as statistical
equation in accordance with Edward and Parry (1993).

The general equation to relate work outcome (career satisfaction, turnover intention) and PT fit is
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WO = b0 + b1P + b2T + b3P?+ b4PT + b5T?+e

Where WO represent work outcomes such as career satisfaction and turnover intention, P represent
individual expectations from given technology and T represents perception regarding present technol-
ogy.

Edwards and Parry (1993) illustrates the usage of response surface method to test hypotheses along
with polynomial regression analysis. Using response surface method three dimensional graphs are
generated which depicts the position of all constructs in a three dimension frame. Using specific co-
ordinates response surface method suggests some additional tests to validate hypotheses testing proc-
ess. Description of relevant tests to our study is discussed in the following text.

Test 1: One of the significant coordinate in three dimensional graphs is the stationary point (Xo, Yo)
where the slope of surface is zero in all direction. The equation for stationary point can be represented
as,

Xo = (b2bs) — (2 bibs) / (4 bsbs) — b42
Yo = (b1bs) — (2 bobg) / (4 bsbs) — bs?

The variables (by,b,...bs) are used to generate equation for the first and second principal axis. These
values are derived from the result of polynomial regression analysis and represent the regression coef-
ficient for P, T, PXT, P?, T2 Equations can be written as,

Y = P10 + P11 D (T )]
Where, pi; = (bs — b + sqrt ((bs — bs)2 + b,?)) / b4 and pio = YO — p1; Xo
As adapted from Khuri and Cornell (1987)

Y= P20 + P21 K0 et (2)
Where, p,; = (bs — bs —sqrt ((bs — b5)2 + b42)) /' bgand pyo = Yo— P21 Xo

We will analyze slope of three dimension graphs at various coordinate to test our hypotheses. H1 (a,
b, ¢) and H2 (a, b, c) state that both fit and misfit impacts turnover intention and career satisfaction.
This implies that slope of graph will be positive when there is a congruence between individual pref-
erences and given technology. Therefore, hypotheses 1 and 2 will be supported if

Test 1: The value of p21, which represents the slope of the response surface, is significant (refer equa-
tion 2);

Test 2: The value of p21 is not significantly different from 1. We also propose that maximum value of
career satisfaction and minimum value of turnover intention will be observed when users experience a
good fit.

Test 3: The value of p11 (refer equation 1); which represents the slope of the response surface curve,
is not significantly different from 1 (career satisfaction), -1 (turnover intention).

4 Method

Data were collected from 386 IT professionals with work experience ranging from 6 months to 6
years. Data were collected through the online mode in English language. About 58 percent of the re-
spondents were in the age range of 24-28 years, 35 percent in the age range of 28-32 years and rest
above 32 years. About 73 percent of the respondents were male and rest 27 percent were female IT
professionals. The mean and median work experience was 42 and 36 months respectively. The mean
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and median experience in working on the current technology was 34 and 24 months respectively.
About 66 percent were married and about 10 percent were married with children.

We measured and controlled IT professionals previous work experience, previous experience
in the current technology, age, gender, marital status, promotability, and negative affectivity for their
potential spurious effects (Igbaria et al., 1992; Greenhaus et al., 1990). All the studied variables were
captured by using valid scales. Long term consequences of working in a technology was measured by
adapting the scale developed by Chau (1996) to capture long term consequence of working in a par-
ticular software development methodology. The challenging technology scale was adapted from the
Job diagnostic survey developed by Hackman & Oldham (1976). The three item scale captured the
perceived challenge in technology by asking the respondents that whether they like their work to be
simple or repetitive and whether they prefer using their personal judgment while performing task.
Technology uncertainty was captured by the 5-item scale adapted from Jawroski and Kohli (1993).
All the scales were adapted to capture individual preference for given technology and actual charac-
teristics of given technology. All scales showed acceptable values of reliability coefficient (see table
1). Career satisfaction was captured by the 5-item scale developed by Greenhaus et al. (1990). Turn-
over intention was measured by a 3-item scale developed Cammann et al. (1979). All the items were
captured by a 7 point scale.

Aguinis and Vandenberg (2014) in their work suggested a validation process which ensures
validity of construct especially in the case where measurement scales are used in different context.
According to his prescription, we requested five doctoral students and faculty members (in Organiza-
tional Behavior area and Information Systems area) to review the appropriateness of the scale items as
per the definition of the constructs. We discussed the items in a face to face conversation and col-
lected their feedback. All of them agreed to the appropriateness of the scale items in measuring the
defined constructs. Before collecting the data we conducted a pilot study among 68 IT professionals
(outside our studied population). We followed Edwards et al (2006), and captured the person dimen-
sion (P) as the need of an individual to work in a desired technology. While capturing the technology
dimension (T), we recorded the characteristics of the present technology assigned to the respondents.
We operationalized our construct to assess both the P and the T dimensions on commensurate meas-
ures (Edwards et al., 2006). We captured the subjective measure of fit as it is argued to be more rele-
vant and pertinent than the objective measures (Cooper et al., 2001). Further, subjective measures are
more proximal indicators of individual perception and attitudes than are objective measures (Cable &
DeRue, 2002).

5 Results

Table 1 (See Annexure B) displays the means, standard deviations, and correlation coefficients among
the variables of this study. Following Edwards (1994), we tested all sets of hypotheses using polyno-
mial regression analysis (PRA). In both psychology and management literature, polynomial regression
analysis is accepted to be an efficient method to resolve the difference score issue (Edwards et al.,
1993; Edwards, 1994; Klein et al., 2009). For every technology dimension, five terms were entered
into regression, P, T, PxT, P2, T% P represents captured individual need and preferences for a given
technology while T captured perception regarding their present technology on common measurement
dimensions. As suggested by Edwards and Parry (1993), a significant interaction term (PxT) indicates
that relationship of person dimension with the work outcome will depend upon the value of technol-
ogy dimension. The significant squared term indicated that the relationship between the dependent
and the independent variable is non-linear. We regressed the work outcomes with the corresponding
values of P, T, PXT, P2, and T? of all three technology characteristics along with the control variables.
Control variables were entered simultaneously in the regression equation as directed by recent studies
(Aguinis & Vandenberg, 2014). Table 2 (See Annexure C) shows results of the regression analysis.
All hypotheses were supported through PRA (Adjusted squared R ranging from 0.13-0.38).
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In polynomial regression analysis the value of fit or congruence is not measured through the
difference score but from the correspondence between both components. Thus it is suggested to sup-
plement PRA with the response surface method (Khuri & Cornell, 1987). We plotted coefficients of
all the components in accordance to the response surface method. Figure 1 (a, b, ¢) and 2 (a, b, c) de-
pict the plotted curve for Hypotheses 1 (a, b, ¢) and Hypotheses 2 (a, b, ¢) respectively (See Annexure
E). Table 4 (See Annexure D) presents stationary point and slopes along lines of interest (pyy p11). We
have conducted test 1, 2, 3 to test the hypotheses and we found sufficient support for the hypotheses
however hypotheses 1(a) and 2(b) were weakly supported. All the plots are indicative of a clear rela-
tionship between fit and the outcome however the slope and shape of the plot explains the relationship
more descriptively. For instance figure 2(c) illustrates that fit between desired technology uncertainty
and perceived technology uncertainty will lead to increased turnover intention. The slope of the curve
indicates decreasing amount of turnover intention with increasing amount of fit between the P and T
component showed as X and Y axis of the graph.

6 Discussion

The study explores the effect of technology allocation on work outcomes of IT professionals. Our
findings highlights the importance of different technological characteristics and argues that the misfit
between what an employee desires and the technology s/he is allocated to work in leads to negative
outcomes in terms of turnover intention and reduced career satisfaction.

The present study contributes to IS literature by enriching the understanding of technology as
an artefact. In the present study we have explored three distinct technology characteristics i.e. long
term consequences of technology, challenging technology and technology uncertainty. All the three
characteristics of technology are found to place an impact on IT professional’s work outcomes when
there is a misfit between what the technology they prefer to work and the technology they are allo-
cated to work in. Though IS literature has highlighted the importance of technology on the attitudes
and behaviours of IT users, surprisingly it is silent on the impact of technology allocation on IT pro-
fessionals work outcomes. The present study tried to contribute by highlighting the importance of
technology allocation on IT professionals’ career satisfaction and turnover intention. Further, the pre-
sent paper contributes to the literature of PE fit by establishing PT fit as an important phenomenon to
address an important yet neglected issue in IS literature. Apart from theoretical contribution, our work
has a significant methodological contribution. The literature has expressed the need of these methodo-
logical innovation in the field of IS research. The difference score method employed to address con-
gruence based research questions is criticized in IS literature and elsewhere (Edwards & Parry, 1994;
Klein et al., 2009). Through our study we have demonstrated the application of polynomial regression
analysis and response surface method. Literature has suggested that employing PRA and response
surface method will yield more significant results as it allows broader interpretation of theory and
avoids restrictive assumptions (Klein et al., 1995).

Our findings also provide implications for employee training and retention. We suggest that
employees preferences and expectation can be managed by providing them support in accommodating
to a given technology. Since a given technology influences individuals’ evaluation of their work set-
tings, support can also be provided to the IT professionals regarding opting a technology which fits
with their career expectations and skill set.

The study has significant implications to practitioners, as employee attrition is very high in IT
industry. Even if there are numerous studies on attrition, still research has unable to explore all the
important antecedents of turnover intention. Our study argued and demonstrated that by adopting a
suitable technology allocation process, employee attrition can be minimised. Further, it argues that the
career satisfaction of IT professionals is related to the given technology. Career satisfaction is impor-
tant as most of the IT professionals are very young in terms of their age and are at the early stage of
their career. Organizations can leverage if it takes care of its employees careers expectations. The
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findings have implications for organizations in terms of managing congruence between internal and
external career expectations of IT professionals which results in positive work outcomes (Igbaria,
1991). Our findings have implications on human resource allocation in software firms which has been
identified as an important challenge (Niederman et al., 1991). If given technology is more suitable to
the individuals expectations a better fit with the assigned technology can be achieved. This person-
technology fit is expected to influence work outcomes like career satisfaction and turnover intentions.

7 Limitations and Future research

The present study has certain limitations that should be acknowledged. First, due to its cross-
sectional design, the present study does not provide an unequivocal proof of causal direction. Thus,
while reciprocal effects are possible, our proposed model is consistent with current theories and evi-
dences. Second, we used self-report methodology. Therefore common method variance may have in-
flated the studied relationships in this study. We addressed this limitation in several ways (Podsakoff,
MacKenzie, Lee, & Podsakoff, 2003). First, we collected the responses directly from the respondents
in their natural setting and assured them of confidentiality of the data. Second, we used multi-item
constructs in the survey questionnaire as response biases are argued to be more problematic at the
item level than at the construct level (Harrison et al., 1996). Still replicating the study by using
sources other than self-report would increase confidence in the validity of the findings. The study has
following directions for future research. First, the present study focuses on two outcome variables
such as career satisfaction and turnover intention. Future studies might explore other outcome vari-
ables that are critical in IT profession. The present study assumes that because the technology alloca-
tion is not considering individual desires, the misfit between what an individual prefers and what
she/he gets leads to deleterious outcomes. However, management literatures argued that when em-
ployees do a particular work over a time period they adapt themselves to the work. Future studies may
explore how employees adapt to the incongruence between what they desire and what technology they
are allocated in due course of time.

The present research believes that organizations play a central role in most people’s lives.
Hence, contextual differences may explain their work behaviors. Given the technology IT profession-
als work is a significant aspect of their work life, organizations need to explore ways to factor in the
preferences of professional hires while allocating technology to them.
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ANNEXURE A

Study 1: Interviews

One of the two authors has conducted each interview. Each interview lasted for 45-60 minutes. There
were multiple interviews conducted with a few respondents. The interviews tried to capture different
dimensions of human resource allocation process in IT industry. Our guiding questions? aimed at un-
derstanding the recruitment and the technology allocation process. We asked factual questions such as
how did you get your first job or what technology you were trained. To understand their views and
thoughts about the processes, we also asked opinion oriented questions such as what do you think
about the technology allocation process and the recruitment process in your organization. We were
also interested in knowing how technology was influencing their current work settings; so we en-
quired about their comfort level with the current technology and different aspects of their work while
working in the present technology. (e.g.,, Do you like working in Java? What are the ad-
vantages/disadvantages of working in Java? In past few months have you encountered any challenge
while working in your technology? ). All these responses helped us to observe and understand their
feelings, expectations, views and grievances.

We took prior appointment by email correspondence and through telephonic interactions to confirm
our meetings with the respondents. We also ensure the anonymity of the respondents. They were told
that the interviews are voluntary and they can chose not to answer any question if they wish to. How-
ever we did not experience such an instance.

Data Analysis

All the interviews were transcribed verbatim before data analysis. All interviews were transcribed
within twenty four hours of conducting an interview. The transcriptions were then shared by both the
researchers for coding. We started coding data after we conducted ten interviews. Data was analyzed
back and forth to generate as many emerging categories. The first level categories were created by
abstracting statements and views of respondents (provisional themes), which represent their perspec-
tives. These themes were combined and generalized by comparing responses and putting them in
common categories. These categories were revised continuously with new set of responses so that the
emerging theory becomes richer. We employed an iterative process for fitting data into categories and
verifying it with data again to modify or abandon categories. Further, we analyzed the theoretical
categories to identify underlying dimensions and aggregated the categories on the basis of emerging
similarity in theoretical dimensions.

Findings

The major findings after the data analysis are summarized as bullet points given below:

Observation 1: The process of technology allocation in large service based Indian IT organization is
driven by business requirements. Individual preferences and suitability is not considered while allo-

cating a specific technology.
Observation 2: A given technology impacts the personal and professional life of an IT professional.

Observation 3: Technology characteristics such as “extent of challenge”, “uncertainty” and “career
consequences” impacts the way an individual evaluate and perceive a given technology

Observation 4: The evaluation of a given technology whether positive or negative influence work
outcomes such as possibility of leaving organization or increased stress levels.

2 Our guding questions were framed to understand their views and opinion regarding different aspects of technology they
were working in; Understanding various characteristics of technology based on previously answered questions such as What
kind of technology you are working in? How confident you are in your current technology?; regarding various aspects of
their work life such as time spend at work places, technologies their colleagues working in, their opinion about other tech-
nologies; Regarding personal preferences and expectation;regarding impact of technology such as advantages of working in
a certain technology.
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ANNEXURE B

Table 1: Descriptive statistics and Correlations

Variables Mean s.d. 1 2 3 4 5 6 7 8
1. Technology Uncertainty (Person) 4.86 1.01 (0.71)
2. Technology Uncertainty (technology) 5.1 1.03 0.46** (0.94)
3. Challenging technology (Person) 5.39 111 0.36* 0.32** (0.76)
4. Challenging technology (Technology) 4.97 1.35 0.10 0.44**  0.31** (0.78)
5. Long term consequence (Person) 5.97 0.92 0.27* 0.40**  0.55** 0.27* (0.85)
6. Long term consequence (Technology) 5.06 1.32 0.16 0.44** 0.29* 0.80** 0.28* (0.86)
7. Career Satisfaction 4.07 1.49 0.16 0.29* 0.19 0.52** 0.12 0.59* (0.90)
8. Turnover Intention 4.49 1.21 0.18 0.18 0.13 0.07 0.27* 0.10 0.08 (0.78)
Note
N = 386
*p<.05;**p < .01
Numbers in the bracket represents the Cronbach alpha values of the respective measures.
ANNEXURE C
Table 2: Result of polynomial regression analysis

Technology Uncertainty Challenging technology Long term consequence

Fit on Technology CS TI CS TI cS T
P A1 .08 .02 .09 -.027 .04
T 37** .10 52** .03 B59** .10
PXT 18** -13** -.02 .03 .019 -.03
p? -10 .05 -01 -.08* -.01 -.01
T -.05 .04 -01 .03 -.03 .01
Control variables
Location - -17 - -15 - -.18
Promotability -- 2%* -- 12%* -- 1%
Negative affectivity - 42** A0** -.29%* A42** 22%* A41**
Age .01 .05 .03 10 10 .07
Gender .03 A1 .04 13 .01 14
Marital status A41* 14 21 A5 A2 11
Previous experience 0 .01 0 .02 0 .02
Previous experience in current technology 1 0 A4 0 11 0
Adjusted R Squared 0.16* 0.14* 0.30* 0.14* 0.37* 0.13*
R-Squared 0.18* 0.16* 0.31* 0.12* 0.38* 0.15*
Note: * p <.05; **p < .01
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-- Variables not included in regression

ANNEXURE D
Table 3: Stationary points and slopes along lines of interest
Stationary point Hypotheses Stationary point
Hypotheses Xo Yo P2 P11 Xo Yo P21 P11

Hypotheses 1(a) 3.89 10.89 -4.24 0.24 Hypotheses 2(a) 2.92 -0.62 0.54 -1.87
Hypotheses 1(b) -81.83 -83.33 1.10 -0.90 Hypotheses 2(b) 0.43 -0.71 0.20 4.87
Hypotheses 1(c) -6.34 -7.71 -0.76 1.03 Hypotheses 2(c) 2.18 2.29 1.08 -0.93

ANNEXURE E

Figure 1(a): Fit of Long term consequences 1(b): Challenging technology 1(c): Technology uncertainty on career satisfaction

Fig 1 (b)

Fio 1 (a)

Figure 2(a): Fit of Long term consequences 2(b): Challenging technology 2(c): Technology uncertainty on turnover intention
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