(P IBIMA

Publishing



IBIMA Business Review

Vol 2011 (2011), Article
ID214481, 220 minipages.
DOI:10.5171/2011.214481
www.ibimapublishing.com




Copyright ©2011 Dmaithan
Abdelkarim Almajali and Zulkhairi Md
Dahalin. This is an open access article
distributed  under the Creative
Commons Attribution License unported
3.0, which permits unrestricted use,
distribution, and reproduction in any
medium, provided that original work is
properly cited.



Applying the Triangulation
Approach in IT - Business
Strategic Alignment and
Sustainable Competitive
Advantage



Authors

Dmaithan Abdelkarim
Almajali, and Zulkhairi Md
Dahalin



College of Arts & Sciences,
Universiti Utara Malaysia,
Malaysia



Abstract

While researchers have
encouraged more research
on the causal chains
between information
technology investments



and Business performance,
the results of empirical
studies have been
inconclusive. This is partly
due to the exclusion of IT-
business strategic
alignment. This study has



examined the impact of IT-
business strategic
alignment antecedents in
terms of leadership,
structure and process,
service quality, and value
and belief on IT business



strategic alignment in
terms of alignment gap,
followed by the impact of
IT-business strategic
alignment on sustainable
competitive advantage. In
order to explore the above



research relationships, the
study further utilizes the
positivism paradigm by
applying a mixed research
method both quantitative
and qualitative data. Such
triangulation would help to



provide more insight into
the issues studied in this
research. Particularly, this
study has tested the
research model by
conducting 172 survey
questionnaires with public



shareholding firms in
Jordan. After that, the study
conducted several follow-
up interviews in Jordan in
order to further validate
the research results. Thus,
the results obtained from



the structural equation
modeling (SEM) technique
and supplementary
qualitative analysis of the
interviews offer a valuable
insight into the research.
However, the universal



applicability of this
research may be limited
due to the fact that the
results are based only on
the cross-sectional data
from the Jordanian public
shareholding firms.



Consequently, further
research is needed with
regards to several countries
since this would help to
advance understanding of
the IT-business strategic
alignment issue and the



conditions and outcomes of
achieving it in different
contexts.
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Introduction

In order to improve their
performance, firms invest
heavily in IT such as
hardware, software,
network, and data



components (Oana, 2010).
However, based on the
mixed findings of the
linkage between IT
spending and firm
performance, some
researchers in the MIS field



suggest that IT-business
alignment is a construct
that can help organizations
improve the positive
impact of IT on
organizational success (e.g.,
Henderson & Venkatraman,



1993; Luftman et al., 1993;
Luftman & Brier, 1999;
Luftman, 2000; Kearns &
Lederer, 2001; Sabherwal &
Chan, 2001; Croteau &
Bergeron, 2001; Chan et al,,
2006; Chan & Reich, 2007;



Dong et al., 2008; Masa’deh
etal, 2008). For
organizations to stay
competitive in a dynamic
business environment, they
have to determine and
understand how to manage



IT strategically (Henderson
& Venkatraman, 1993).
Furthermore, the alignment
between the business
strategy and the strategic
choices of IT deployment is
a prominent area of



concern that business and
IT management struggle
with (Johnson & Lederer,
2010). Strategic alignment
refers to “The degree to
which the IT mission,
objectives and plans



support and are supported
by the business mission,
objectives and plans”
(Reich & Benbasat, 1996,
2000). However, regardless
of a growing body of
research, recent reviewers



(Chan etal., 2006; Chan &
Reich, 2007; Masa’deh et
al,, 2008; Masa’deh & Kuk,
2009) have continuously
called for more research
into the factors that affect
IT-business alignment. In



response, to fill this
research gap, this study
tries to make an original
contribution to the existing
body of knowledge in the
area of MIS by exploring
the association between



IT-business strategic
alignment and sustainable
competitive advantage. The
contribution of the current
study to IT-business
strategic alignment
literature will be the new



theoretical approach of
investigating strategic
alignment, which has not
been explored in the field of
IS. This is achieved by
exploring the relationships
between several factors (i.e.



leadership, structure and
process, service quality,
and value and belief) on IT-
business strategic
alignment to achieve
sustainable competitive
advantage and how



strategic alignment can
mediate the relationship
between these factors and
sustainable competitive
advantage. After the
introduction, this paper
continues to discuss new



conceptualization of
alignment in the next
section, followed by the
discussion of hypotheses
formulation and
methodology. The last
section covers the detail



discussion of the results
and conclusion.

Alignment Gap

Despite the criticality of
business and IT



relationship, few attempts
have been taken to
investigate that
relationship further.
Compared to the issue of
managing relationships, the
literature is rich on the



issue of control of
resources with regard to
business-IT strategic
alignment (Ward &
Peppard, 1996; Chan &
Reich, 2007; Masa’deh et al,
2008; Masa’deh & Kuk,



2009). Although the
alignment gap represents
an important concept in
business-IT strategic
alignment, it has not been
presented or discussed
explicitly in the context of



business-IT strategy.
Moreover, to the best of the
researcher’s knowledge, no
particular evidence refers
to the concept of alignment
gap between business
strategy and IT strategy.



Therefore, the focus in this
paper is to explore
alignment gap and to focus
attention on the question of
aiming to determine the
reasons why the alignment
gap exists between



business strategy and IT
strategy. This will help
business and IT managers
to deal with unmanageable
issues as a result of the
alignment gap, and
different management



practices for bridging the
alignment gap between
business strategy and IT
strategy. Several scholars
and authors mentioned and
discussed the term ‘gap’ or
‘culture gap’ in different



articles (Ward & Peppard,
1999; Grindley, 1992;
Luftman, 2003). However,
none of these scholars or
authors attempted to
provide a critical review of
the concept alignment gap



between business strategy
and IT strategy in a
conceptual manner
(Almajali & Dahalin,
2010D).



Some scholars (e.g., Chan &
Reich, 2007) called for
further adjustments to the
concept of alignment by
applying new theoretical
approaches which have not
been explored in the field of



IT. Thus, this study aims to
conceptualize IT-business
strategic alignment into
the alignment gap.

The concept of alignment
gap between business



strategy and IT strategy has
emerged due to the fact
that there are two separate
organizational units in any
organization. One is the IT
department, which is
responsible for IT activities,



and the other one is the
business department that
has led to the appearance of
the gap between IT
functions and business
activities. IT function
generally refers to the IT



services provided by the
individuals to the
organization. These
individuals are usually
highly skilled IT
professionals, who have
certain amount of



knowledge and experience
in software engineering
and technical aspects of
computer hardware and
software systems, and who
carry out a variety of tasks
to deal with the



requirements of the firm
for IT services. Some
functions of IT
professionals may include
designing, implementation,
and maintenance of the
software programs,



including data processing
(Ward & Peppard, 2002;
Sage, 2002).

The concept of gap used
here, based on literature,
refers to what is called



‘culture gap’, which is a
variable that explains the
challenges that can exist
between the IT function
and other business
functions in an
organization. The culture



gap concept consists of four
dimensions: i.e., leadership,
structure and process,
service quality, and values
and belief (Ward &
Peppard, 1999, 2002). The
culture gap has been



identified as a key factor in
limiting the successful
utilization of IT in the
organization (Grindly,
1992). Leadership is
elaborated upon by
reflecting both the



leadership of the CIO and
the leadership of the CEO.
Baker et al. (2004) argue
that a successful alignment
between business strategy
and IT needs a well-built
leadership structure.



Structure and process are
concerned with the way in
which an organization
manages its IT, such as the
involvement of business
management in IT strategy
development, aligning IT



strategy with business
objectives, and delivering
IT benefits (Earl, 1993).
Service quality is
considered to be vital in
determining the customer
supplier relationship. Such



relationships could be
strengthened by the IT
department by focusing on
the development of IT
outsourcing and the level of
service that clients expect
from the vendor (Pitt et al.,



1995). The last dimension,
values and belief, shape
how attitudes, behaviors,
and practices develop
(Smircich, 1983). Hence,
the values and belief of a
firm member have great



effect on several
dimensions of IT, including
the way it is managed.

Culture is an abstract
concept referring to the
culture in the



organizational context. It is
a shared set of values,
behaviors, and beliefs
together with attitudes and
experiences that represent
unique characters taking
the form of rules of



behavior in a work group
or organization (Galliers et
al,, 1994). Reasons that
cause the misalignment
between business and IT
include lack of common
understanding of the



concept of strategic
alignment, and depending
on classical assumptions
for strategic planning
process or ad-hoc IT
investments in organization
(Oana, 2010). Oana further



indicated that the
misalignment leads to
missing competitive
advantages and
opportunities, increasing
wasted time, increasing
costs and creating negative



environment for IT
investments. Indeed,
probably the most common
business concept today is
competitive advantage.
Despite of its wide use, few
researchers have attempted



to define the concept, and it
is often confused with
distinctive competence
(Day, 1994). Exceptions
include work by Ansoff et
al. (1987), who broadly
defined competitive



advantage as the
“properties of individual
product/markets which
will give the firm a strong
competitive position”.
Porter’s (1985) book titled
‘Competitive Advantage’



propelled the concept of
competitive advantage into
popular business
vernacular. Porter did not
articulate the definition of
the concept but explained
that a competitive



advantage refers to
organizational factors that
enable a firm to outperform
its competitors. As such,
Porter argued that
sustaining competitive
advantage should be the



central purpose of an
organization’s competitive
strategy that creates
sustainable value.



Research Hypotheses

We formulate our research
hypotheses based on the
above discussion and the
extant literature of
strategic alignment. The



model of this study
comprises main effects of
four antecedents (i.e.,
leadership, structure and
process, service quality,
value and belief) on
strategic alignment and its



effect on sustainable
competitive advantage.

1. Firms that pursue
strategic alignment will
enhance their



sustainable competitive
advantage.

. The stronger leadership
between business and IT
managers, the greater



level of strategic
alignment.

. The stronger structure
and process with the
business plan and IT
plan, the greater the



manager’s engagement
in strategic alignment.

. The higher level of
service quality between
the business and IT
managers, the greater



the manager’s
engagement in strategic
alignment.

. The stronger values and
belief in the business
plan and IT plan, the



greater the manager’s
engagement in strategic
alignment.

. The Strategic alignment
will mediate the
relationship between



leadership and
sustainable competitive
advantage.

. The Strategic alignment
will mediate the
relationship between



structure and process
and sustainable
competitive advantage.

. The Strategic alignment
will mediate the
relationship between



service quality and
sustainable competitive
advantage.

. The Strategic alignment
will mediate the
relationship between



values and beliefs and
sustainable competitive
advantage.



Figure 1.The Research
Model

Please see Figure 1 in full
PDF version



Research Method

Pilot Test and Data
Collection

Since both of the single
approaches (i.e., qualitative



and quantitative) have
strengths and weaknesses,
the combination between
such approaches (e.g.,
employing both interviews
and survey questionnaires
for data collection) could be



used to strengthen the
validity of research (Nau,
1995). Triangulation, as
defined by Jick (1979), is a
vehicle for cross validation,
when two or more different
methods are found to be



matching, and yield new
ideas and analogous data.
Also, (Das 1983; Yin, 1994;
Patton, 2002) defined
triangulation as a
combination of



methodologies in studying
a similar phenomenon.

Three Jordanian IT
managers and two MIS
academic professors
participated in a pilot test.



They completed the survey
in the presence of the first
author.

Then, they commented on
the content, length, and
overall appearance of the



questionnaire. Changes and
modifications were made to
the survey. Further, in
order to ensure adequacy
of response, a cover letter
was accompanied each
questionnaire to emphasize



the importance of the
respondents’ participation.
Moreover, the researchers
have chosen the country of
Jordan to carry out the data
collection since scholars
like Chan et al., (2006)



called for such research in
different cultures; and as
this may open the gate to
further research
opportunities. Data for this
research was obtained from
IT managers of Jordanian



public shareholding firms.
The research population
consists of all Jordanian
banking, insurance,
services, and manufacture
companies having a
registered website, and



engaging in both business
and IT activities.

In the absence of any
official lists, various
government databases
were reviewed; according



to the Amman Stock
Exchange, and the
Jordanian Securities
Depository Center, the total
number of companies stood
at 200. A total of 172
managers returned the



survey with a high
response rate of 86 %. The
respondents were IT
managers in the firms who
have responsibility for IT
functions of their firms. The
qualitative research



consisted of face-to-face in-
depth interviews with IT
managers. Table 1 in
appendix, shows the
questions which have been
raised for the respondents.
The interviews were



conducted in a semi-
structured format that
allowed respondents to
express their own view
points (Flick, 2002). All in-
depth interviews were
conducted in Arabic



language. Extensive notes
were taken during the
interview. Here, we
highlight the key issues
mentioned in each
interview and also combine
the most common issues



mentioned by the
interviewee. To identify the
major issues to the factors
which affect the
relationship between IT
strategy and business
strategy, passages and



rewording of the same or
similar interpretations
were summarized and
categorized according to
the four dimensions
discussed above. Table 2 in
Appendix presents the



profile of the informants
interviewed.

Measures

We developed a field
survey for IT managers. All



the research constructs
were measured using
closed-end, seven-point
Likert-scale items, with
scales ranging from 1 =
“strongly disagree”, 2 =
“disagree”, 3 = “somewhat



disagree”, 4 = “neither
agree nor disagree”, 5 =
“somewhat agree”, 6 =
“agree”, to 7 = “strongly
agree”. Business and IT
managers leadership
variable was measured



using six items drawn from
Ward and Griffiths (1999).
Structure and process
mechanism was measured
using six items adapted
from Ward and Peppard
(1996). Service quality



variable was measured
using five items drawn
from Pitt et al. (1995).
Values and beliefs were
measured using six items
drawn from Grindley
(1992). Strategic alignment



was measured using six
items drawn from Pierce
(2002). Sustainable
competitive advantage was
measured using six items
drawn from Al majali and



Dahalin (2010a) and
DeVilliers (2006).

Data Analysis and Results

In order to examine
whether the antecedents



discussed above could
impact IT-business
strategic alignment and
sustainable competitive
advantage in Jordanian
public shareholding firms, a
number of statistical tests



were carried out. The
statistical tests were
carried out using Structural
Equation Modeling (SEM)
techniques using the AMOS
(Analysis of Moment
Structures) software



package version 6. Table 3
in the appendices displays
different types of goodness
of fit indices in assessing
our initial specified model.
It shows that the research
constructs fits the data



moderately according to
the absolute, incremental,
and parsimonious model fit
measures, comprising chi-
square per degree of
freedom ratio (x2/df),
Incremental Fit Index (IFI),



Tucker-Lewis Index (TLI),
Comparative Fit Index
(CFI), and Root Mean
Square Error of
Approximation (RMSEA).



Furthermore, we examined
the standardized regression
weights for the research’s
indicators and found that
some indicators had a low
loading towards the latent
variables. In particular, the



indicators are, SP1 = 0.484,
SQ3 =0.391,and SQ5 =
0.476. Moreover, since all
of these items did not meet
the minimum
recommended value of
factor loadings of 0.50



(Newkirk & Lederer, 2006),
and because the initial fit
indices were moderately fit
to the sample data, they
were all removed and
excluded from further
analysis. Consequently, the



measurement model was
modified and showed a
better fit to the data (as
shown in Table 1 in the
appendices), although x?/df
and RMSEA did not change
for the final model, the IFI =



0.81, TLI = 0.80, and CFI =
0.81 indicated better fit to
the data after deleting the
low factor loading items.



Discussion and
Implications

This paper contributes to
the strategic alignment
literature by developing
and empirically testing a



causal chain model of
alignment with the
specification of four
antecedents.

Table 4, in the Appendix
indicates the path



coefficient and t-value of
each proposed path. This
study revealed that
strategic alignment has
significant influence on
sustainable competitive
advantage. The study found



that strategic alignment has
significant relationship
with sustainable
competitive advantage in
both the survey, as shown
in hypothesis H1 in table 4,
and in the interview



studies. This is to say the
firms that are pursuing
strategic alignment have
greater ability to enhance
their sustainable
competitive advantage.
Indeed, in relation to this



study, some IT managers
stressed that strategic
alignment enhance
sustainable competitive
advantage in Jordanian
organization. Overall, this
study provides support



from both surveys and
interviews that firms
pursuing strategic
alignment can achieve the
greater enhancement of
their sustainable
competitive advantage.



The element of business-IT
interaction is an important
focus in the fields of MIS
and management. The
principal finding of the
survey study, as shown in
hypotheses H2, and the



interviews, was that the
existence of leadership
between business and IT
managers in Jordan to have
a positive relationship with
strategic alignment.



Hence, the more IT
managers’ involvement in
interaction with top
management, the better is
their experienced level of
strategic alignment. The
positive relationship



between business-IT
interaction and strategic
alignment is consistent
with the findings of Lind
and Zmud (1991). Overall,
this study provides support
from both surveys and



interviews that the greater
the IT managers’
involvement in interaction
with top management, the
greater is the likelihood
that they will experience



higher levels of strategic
alignment.

It is found that the
connection between IT plan
and business plan to have
no strong relationship with



strategic alignment in both
the survey as shown in
hypotheses H3 and
interview studies.
Therefore, this study has
failed to support the
association between IT plan



and business plan and
strategic alignment. This is
in line with Kearns and
Lederer (2000), who
frankly declared that if [T
does not collaborate
reciprocally with other



functional areas, then
alignments will not occur.

It is found that service
quality has significant
relationship with strategic
alignment in the survey as



shown in hypotheses H4.
However, this study
successfully supported the
relationship between
service quality and
strategic alignment in the
survey. This implies that, if



IT collaborates reciprocally
with other functional areas,
it will facilitate the
alignments. However,
during the interview in
relation to this study, some
IT managers stressed that



service quality does not
support strategic
alignment. This study found
some concerns related with
service quality such as
inadequate training
programs, which hinder the



finding of solutions to
enhance product or service.
Besides this, other concerns
include the issues affecting
the overall delivery of
products or services. Some



IT managers stressed the
same opinion.

The element of value and
belief is an important focus
in the fields of MIS and
management. The principal



finding of the survey study,
as shown in hypotheses H5,
and in the interviews was
that the existence of value
and belief between
business and IT managers
in Jordan has a positive



significant effect on
strategic alignment. Hence,
the stronger the value and
belief between IT managers
and the top management,
the greater the alignment
is.



Overall, this study provides
support from both surveys
and interviews that the
stronger value and belief
between IT managers with
top management will lead
to greater engagement of



the manager’s in strategic
alignment.

Furthermore, as the results
shown in Table 5 in
appendix, there are two
factors, namely, leadership



and structure and process,
for which strategic
alignment did not play
mediating effect on
sustainable competitive
advantage. Thus, H6, and
H7 were not supported.



Besides, there are two
factors, namely, service
quality and value and belief,
for which strategic
alignment played mediating
effect on sustainable
competitive advantage.



Thus, H8, and H9 were
supported. This study has
supported this result from
both interview and survey.
Table 6 in appendix shows
the main issue of the
interviews .



Conclusions, Limitations,
and Future Research
Directions

The proposed causal model
tested in this study
contributes to the



enrichment of the research
in the field of strategic
alignment of IT by
considering an integrative
approach containing the
antecedents of IT-business
alignment, the mediator



strategic alignment, and the
outcome as sustainable
competitive advantage.
Moreover, this research
makes a methodological
contribution to IS theory by
using structural equation



modeling with the powerful
AMOS approach that assists
data analysis. By using the
rigorous SEM tests in this
thesis, a precise foundation
has been established for the
theory building in the area



of strategic alignment. In
summary, it is expected
that this study will provide
a better understanding of
how managers experience
into strategic alignment,
and in turn how it affects



sustainable competitive
advantage.

There are some limitations
of the study. The first
limitation is that the
proposed conceptual model



is based on the cross-
sectional data from the
Jordanian public
shareholding firms.
Therefore, longitudinal
investigations are preferred
for better implications of



the strategic alignment. In
addition, although the
response rate of this study
was sufficient for the
condition of statistical
analysis, the percentage of
those who did not respond



was still observable. In
other words, even though
the research results could
be representative, it is
reasonable to be watchful
about its generalization.
Thus, to increase statistical



validity, further research
should consider higher
response rates. Also, the
data and results reported in
this paper were based on a
single country, Jordan, and
in turn are applicable



specifically to the Jordanian
context. Thus, this raises
inquiries regarding the
generalisability to other
cultures and different
contexts. Consequently,
further research is needed



with regards to several
countries since this would
help to advance
understanding of the IT-
business strategic
alignment issue and the
conditions and outcomes of



achieving it from different
nationwide origins in
different contexts. All in all,
although this paper
investigated several
propositions and offered
empirical support for the



acceptance and refusal of
some of these propositions,
more generalizations on the
application of the
theoretical premises that
developed in building the
research model will be



needed to enrich to build
the alignment theory. This
is to say, a more
generalized research model
that compensate the
current research
limitations by adding



further impacting variables
to the model and obtain a
more representative
sample from different
sectors will be required.
Finally the data collection
method was costly as a



survey in Jordan is
expensive. Finally, the cost
of questionnaire
distribution in Jordan was
also very high.
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