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Abstract

Information technology (IT) has become an important part in enabling business decisions and strategies in organizations. The IT unit
established in various organizations is responsible to ensure that different business units receive the expected level of technical assistance
which they require. However, in many cases, the common understanding between business and IT is rarely achieved. This leads to the
debate on how business and IT can be aligned in ensuring better IT services is provided to the end-users. Hence, there is a need to iden-
tify critical social factors that lead to better alignment thus leads to better service quality. This paper aims to conceptualize how business-
IT alignment would have the impact to IT services through the social aspects of cognition, shared knowledge, and communication. A
model is derived from the findings of the literatures and tested within the domain of the Malaysian agriculture public sectors using quan-
titative method. Results indicate that there are positive impacts of social dimensions towards business-IT alignment and thus has a sig-
nificant impact towards IT service quality. This model reveals the insight on the importance of social alignment dimension factors in

achieving better IT service quality in government agency setting.
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1. Introduction

Information technology (IT) has become a broad concept centered
on the IT department or delivering business value to the organiza-
tions. IT consists of a set of regulations, policies and a set of rules,
which ensure the effectiveness, controlled and valuable operation
of the department in an organization. IT governance can be de-
fined as the process to ensure the effective and efficient use of IT
in the organization in achieving its vision and mission. The main
goal of IT governance is to transform IT as well as to align the IT
strategy and business strategy for sustainability, with the aim of
improving the performance of the organization [1]. Utilizing IT
governance is argued to be able to mitigate the risk and deliver
transparency by evaluating the processes and outcome [2]. The
importance and benefit in governing IT has become accepted and
recognized in the organization around the world [3]. Various stud-
ies adopting the IT governance framework have been successful in
ensuring that the IT department within the organization achieves
their targeted service quality. Many of these organizations are
within the private sector focusing on businesses relating to IT
solutions, IT helpdesks and service providers. Due to the success
stories of these organizations, government agencies are also cur-
rently looking into the aspects of business-IT alignment as a start-
ing point towards a holistic adoption of IT governance to be im-
plemented in the ministries and agencies. These ministries and
agencies may not just be technology related but also relating to
finance, education, health, and agriculture. The focus of this study
is specific to the agriculture sector due to the little attention given

to the use of computing technologies within this domain. Howev-
er, in meeting the demands of the current economic and vast tech-
nological era, the agricultural sector plays an important role in the
inclusive development of a sustainable nation. Agricultural sec-
tors' role in economic development has become significant in re-
ducing poverty and safeguarding national food security. Within
the Malaysian context, the produce from the agricultural sector has
become a global demand, as this sector is rapidly increasing in
many parts of Malaysia. The aim of agriculture's sectors is to dou-
ble the contribution to the Gross National Income (GNI) by in-
creasing the production of high-value products and growing the
produce that is made into downstream products. Moreover, the
increase of produce will transform traditional agriculture into a
strategic agribusiness model covering market-centricity, econo-
mies of scales and value chain integration. In achieving the objec-
tives of the agricultural sector as stated above, the use of compu-
ting technologies is needed to meet the demands of the agriculture
businesses.

In general, the governmental organizational structure has two (2)
categories of stakeholders that are involved with IT implementa-
tion. The business stakeholders, which include the board of direc-
tors, managers and executives from the Malaysian agriculture
public sectors and the IT segment, consisting of IT personnel from
internal IT unit and vendors providing IT services and infrastruc-
ture. IT planning and risk management is crucial, as the invest-
ment is rather large. Hence, it is required for the stakeholders to
attend the planning, supervision and coordination sessions that
address the strategic level of sustainable decisions. These deci-
sions would then be implemented by the operational level in the
form of organizational processes. A full support from the opera-
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tional level with clear objectives is essential in providing the sus-
tainability and competitive advantage of the agricultural sector [4].
This is also reflected on the mutual understanding among business
and IT segments, as it is crucial in realizing the business goals. IT
segments have to ensure that the application and facilities are ca-
pable to cater the needs of the business stakeholders effectively
and efficiently.

However, the working culture of the business segments are usually
less synchronized with the technology and governance of IT.
Hence, the impact of improper management of IT will lead to lack
of commitment from the business segments and top management,
leading to unsatisfied users of the IT applications. Furthermore,
this misalignment will also cause bad reputation to the govern-
ment agencies, as the agricultural sector is still significantly slow
in terms of computing and IT development as compared to other
neighboring countries. In order to ensure that the agricultural
agency is prepared for the holistic IT governance adoption as a
strategy to improve organizational performance, it is imperative
that a study must first be carried out in identifying whether the
business-IT alignment factors actually lead to better IT service
quality.

2. Literature Review

The information technology (IT) and information systems (IS)
revolution have increased the importance of aligning IT with the
business objectives among IT executives. Business-IT alignment
enables the IS to meet the business environment evolution [5], [6].
Business-IT alignment applies to information technology (IT) in
harmonizing the processes with business strategies, goals and
needs. Luftman [7] defines business-IT alignment as integrating
IT with business strategies, goals and needs applicable for both
business and IT executives. Seman & Salim [8] also describes
business-IT alignment as shared mission, objectives and planning
with the business strategy and supported with IT objectives. The
alignment of business and IT would be the main focus in assuring
the coordination of organization plans and goals, support each
other as a structured unit. Kashanchi & Toland [9] discovered that
organizations benefit from business-IT alignment through the
return of IT investment, achieving competitive advantage whilst
taking new action to new opportunity with the right direction and
flexibility [10]. Several studies by Broadbent & Weill [11],
Croteau & Bergeron [12] and Hu & Huang [13] also suggests that
the lack of alignment between business and IT unit would affect
the full potential of IT investment.

Several studies on business-IT alignment emphasized the needs to
align business and IT in an organization. The studies covered def-
inition of alignment, dimensions of alignment [9], [14] while other
research focused on models or framework of integrating business
with the IT unit [8], [15], [16]. Cragg, King, & Hussin [17] have
also discovered a significant proportion of small firms that
achieved better organizational performance through the implemen-
tation of business-IT alignment. Studies by Chan, Sabherwal, &
Thatcher [18] identified factors relating to alignment that have
the significant impact on organizational performance. In relation
to the studies of identifying factors to business-IT alignment,
Charoensuk, Wongsurawat, & Khang, [19] have also suggested
that the business-IT alignment actually does have a positive im-
pact on hotels in Thailand.

Considerable amount of literatures has been published on busi-
ness-IT alignment and the implementation plan. However, there is
still lack of empirical studies that clarifies the business-IT imple-
mentation strategies into regular business processes and projects
[20]. In addition, without the readiness of the organization’s IT
unit in providing better service quality, paired with business-IT
alignment factors, the governance of IT may be difficult to be
achieved.

2.1. Business-IT Alignment Dimensions

Previous researchers have highlighted the importance of aligning
business with IT in the organization that might steer better gov-
ernance of IT leading towards the organizational performance [8],
[18]. Nevertheless, there are still few studies highlighting the criti-
cal factors that affects business-IT alignment within the Malaysian
context. Studies by Kashanchi & Toland and Reich & Benbasat
[9], [14]; argued that the strategic alignment comprises of two
dimensions; which are the intellectual and social dimension. Reich
& Benbasat [21] highlights the need of both dimensions for a
well-aligned business performance. Social dimension of alignment
is recognized as “the state in which business and IT executives
within an organizational unit understand and committed to the
business and IT mission, objectives and plans” [9], [21]. The so-
cial alignment dimension also addresses the factor of relational,
informal and cultural aspects [22].

This paper considers the understanding of social dimension in
terms of coordination and other related aspects that have an effect
on alignment. This dimension is less considered by researchers as
the organizational understanding and commitment may be chal-
lenging [14], [23], [24]. The social dimension is used to under-
stand how different players in an organization or unit under this
study view IT. Shamkeh 2008 [25] indicated that social dimension
of alignment in combination with intellectual dimension, will
provide an effect on strategic alignment realization. Furthermore
social alignment also undermines the effect of intellectual align-
ment on organizational inertia [26]. It has been statistically
proven by Mezghani [27], that interpersonal skill do affect the
alignment and provide more importance than the technical aspect.
This finding is inconsistent with the previous studies that highlight
the significance of technical skills to influence business-IT align-
ment.

A number of empirical studies have found that the importance of
business-IT alignment in an organization is required in order to
achieve better governance of IT leading towards organizational
performance [8], [18], [19]. Nevertheless, there are still very few
studies highlighting the effects of business-IT alignment towards
IT service quality within the Malaysian context. Therefore, this
study specifically incorporates the social dimension and examines
business-IT alignment influences towards service quality in a Ma-
laysian agriculture perspective that is currently less represented in
the research literature.

2.2. Challenges

Information technology (IT) department’s function is to give IT
support and provide services to the business units that acquire data,
application, and communication infrastructure. Additionally, the
ideal alignment ensures IT strategy influences the business unit by
managing various IT infrastructure and processes. The develop-
ment of a positive collaboration between business and IT people
across the organization is important to achieve high-level align-
ment. The business-IT alignment domain has become an important
research due to the challenges of operationalizing it into practice.
It is critical to build a good relationship with business and IT peo-
ple in order to accomplish a higher level of alignment. Previous
literature have highlighted the issues of misalignment between
business and IT in various context [14], [16], [28].

Feeny, Edwards and Simponson [29] discovered the main factors
that affect business-IT alignment include interaction, internal, and
external organizations and the social connection with CEO and
CIO’s. In order to accomplish the alignment, several issues re-
lated to knowledge, locus of control, and organizational change
are the main challenges [30]. Issues on knowledge is identified as
the main obstacle for organizations where the IT unit is not in-
cluded in corporate strategies, causing the senior managements to
have limited knowledge in IT. The issue on locus of control is
more related to the decision making by the senior management, as
it is argued that senior management always make decision based
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on their authority without considering the strategy that may affect
the IT unit [8], [31]. Organizational change issue refers to the
capability of the organization in implementing IT planning accord-
ing to the globalization of business environment [8].

A study by Alaceva and Rusu [23] found that low communication,
poor understanding, lack of cooperation and mutual support actu-
ally affects good business and IT alignment. Lack of mutual un-
derstanding between business and IT units is also one of the rea-
sons for misalignment [32], [33]. Despite the lack of understand-
ing between the business and IT unit and vice versa, another chal-
lenge discovered are the lag of response time due to the strict pro-
tocol between business-IT strategies and miscommunication in
understanding the business or IT operations [34]. Therefore, the
cooperation between business and IT people across the organiza-
tion is crucial to reach a high level of alignment.

2.3. Social Dimension Factors of Business-IT Align-
ment

Social factors of alignment such as communication, shared do-
main knowledge and cognitive linkages are found to be the key
areas that are unified in practice [14], [21], [35], [36]. The first
element of communication refers to the interaction and degree of
communication among the business and IT personnel, which in-
fluences understanding and alignment. Interaction exists through
meetings and conversations either formally or informally. Clear
communication is crucial for alignment to be successful [16].
Many researchers highlighted that a bidirectional communication
and relationship between business and IT unit is necessary for
applicability of IT governance [7], [14], [37]. Kashanchi &
Toland [9] indicated that the determining factors of good commu-
nication are the flow of informal communication between internal,
external and all level of organization, followed by the frequency
of communication that improves the understanding. As a result,
information can be shared as communications throughout the or-
ganization in a more effective manner [38]. This argument is also
supported by Charoensuk, S., Wongsurawat, W., & Khang [19]
where communication and knowledge sharing in an effective way,
will result to the organization being on track to achieve the objec-
tives and goals.

Knowledge is considered as organizational expertise and act as the
most important source for competitive advantage [35], [39].
Knowledge sharing is important especially in the process of ensur-
ing the right knowledge and resources are available for the right
people at the right time. Appropriate planning of the business
process will derive the shared domain knowledge and influence
the alignment between business and IT [40]. Reich & Benbasat
[14] defined shared domain knowledge as an intersection of busi-
ness and IT personnel by having the ability to understand and
participate with key processes and at the same time value other
contributions and challenges. This perspective is also supported by
Chan, Y. E., Sabherwal, R., & Thatcher, J. B [18] indicating that
shared domain knowledge is one of the factors that have positive
impact on alignment for organizational performance.

In an organizational environment, aligning business with IT strat-
egy would be a challenge, as people need to understand, trust and
rely on each other. This challenge needs an established working
linkage between business and IT as IT has become an important
part in enabling the business decision and strategies [41], [42].
Cognitive linkage is the third factor focusing on the elements of
trust, understanding, commitment, and respect between business
and IT unit [36]. Shared understanding as suggested by Reich &
Benbasat [14] and Tan & Gallupe [24] can be considered as the
main factor in defining the social dimension of alignment. Tan &
Gallupe [24] defined shared cognition as cognition that has both
commonality and individuality.

Commonality involves cognitive structures that are held in com-
mon among people, whereas individuality takes the form of per-
sonal cognitions that are contributed to the organizational group.
There have been relatively few studies suggesting that once trusts

are established, organization would learn that joint ventures will
lead to results beyond the firm to be achieved [43]. Hence, it can
be argued that trust is crucial for the exchange of relationships and
considered as the main feature of strategic partnership.

Table 1 illustrates the findings from previous literature indicating
similar factors using various terminologies and related to the so-
cial dimension of alignment. These factors are characterised based
on the social dimension indicated by Reich and Benbasat [14],
[23].

Table 1: Social dimension factors of business-IT alignment

Author Fgctor of Dimension
Alignment
1. Unclear strategy be- ;
tween and IT staff Ganss o
Kashanchi | 2. Long —term relationship
and To- between business and IT
land [35] 3. Communication be-
tween businessand IT at | Communication
all levels
Prestopn
and Kara- | 1.  Shared understanding Shared domain knowledge
hanna [44]
Johson and 1. Relationship between
business and IT execu- Connection
Lederer "
[45] tives
2. Alignment direction
Mekzhgani | 1.  Interpersonal skill
& 2. Conceptual skill
Mezghani . .
e[zzg7]an| 3. Communication Communication
Ma [46] Lo Sisesld el Shared domain knowledge
knowledge
1.  Shared domain
Hedien knowledge between
& kai- wieds Shared domain knowledge
business and IT execu-
dalova -
[32] tives
2.  Enterprise Model (EM)
o G GO Shared domain knowledge
knowledge
2. IT Implementation
success
?{ISSCS\S; 3. Communication be-
tween business & IT ex- | Communication
ecutives
4.  Connections business & .
. Connection
IT planning

3. Conceptual Model

Based on the studies highlighted in the previous section, this study
suggests three (3) social dimensions of alignment consisting of
communication, cognition, and shared knowledge as the factors
influencing the alignment of business and IT. The conceptual
model in figure 1 below is based on the findings of previous litera-
ture. In order to achieve high level of satisfaction on service quali-
ty, alignment of business and IT unit in relation to the three (3)
social dimensions is important to be discussed.

Communication

H1

Alignment
(Second
order
construct)

T
Service
Quality

Cognition

Shared
Knowledge

Fig 1: IT Service Quality-Alignment Conceptual model.
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In an operational environment of agriculture, the business unit
includes board of directors, managers and executives. The second
segment would be IT stakeholders involving internal IT unit and
external IT service providers. Considering the communication
dimension of alignment, effective, and efficient two-way commu-
nication between the business and IT unit is important for better
and clearer understanding of information. As an example, re-
quirements from the business unit should be well informed as the
IT unit may not be familiar with the business environment and
processes. Channels for interaction between these two parties must
be available for accurate and faster dissemination of knowledge
between business and IT unit in a more secure manner. This would
provide a faster solution-oriented reaction by the IT unit to facili-
tate the needs of the business units.

Cognitive is the second business-IT alignment dimension to influ-
ence alignment and facilitate service quality. Cognitive addresses
the individual or organization factors such as trust, commitment,
understanding and also respect between the business and IT unit.
This dimension is crucial in business-IT alignment as it provides
the cooperation and reliance on each other in order to achieve the
organization objectives. Furthermore, with the cooperation be-
tween the business and IT unit, knowledge sharing and transfer-
ence would be easy, as both parties understand their roles.

The third dimension is shared knowledge, whereby without
knowledge between both parties, it is impossible to execute the
strategies smoothly according to plan. Internal IT unit’s
knowledge on business processes and environment is one of the
focus areas to be considered and vice versa. Furthermore, the
knowledge on IT process and the environment would help the
business unit to understand the situation and needs to be fulfilled
by the IT unit. Thus, the IT unit’s knowledge on business process
would improve the IT service quality to the requirements of the
business unit.

As the three (3) social dimensions of alignment are related, thus it
represents the alignment as a second-order construct. Based on the
arguments above, the hypotheses formed are as below:
Communication in the organizations positively affects the
business-IT alignment.

Cognition have positively affects the business-IT alignment.

Shared knowledge in the organizations positively affects the
business-IT alignment.

Business-IT alignment positively affects the quality of IT
service quality.

EIwINIRI

4. Methodology

This section depicts the data collection that is used for this study.
In order to empirically validate the conceptual model, a survey
was conducted on the staff that comes from various business units
of the departments and agencies under the Ministry of Agriculture
and Agro-based Industry (MOA). The duration of the survey is
one month and are designed in both English and Malay language
to meet the language requirements of the local participants.
Google Form application was used aside from surveys sent via
email and some in a form of survey booklet delivered by hand.
From more than 200 emails and questionnaire booklet sent to the
respondent, 178 responses were received, representing a response
rate of 89%.

The survey incorporated questions with mixed-type responses and
the respondents have to complete two (2) sections. Section 1- a
general socio-demographic profile questions and general infor-
mation of working experience, grade, serving organization of the
respondents. Section 2 consists of business-IT alignment factors.
Results were then analyzed statistically using statistical tools for
descriptive analysis. In providing confirmation on the hypotheses,
data was also analyzed using a structured equation modeling
(SEM) tool for confirmatory factor analysis. The SEM-PLS was
used to derive the final model.

5. Results

The aim of the demographic profiles is to identify the information
of respondent’s background including gender, age group, current
organizations, work position and working experience. Female
constitutes 54% of the respondents while male respondents is 46%.
The majority of the respondent are aged between 31-40 years
which is depicted in Figure 2. 73% of the respondents are working
in agencies with more than 500 people and 41% of the respond-
ents have only 1-10 years of working experience, which indicate
that they come from a younger age group of employees.

GENDER

Male
46%

Female
54%

Fig 1: The percentage of respondents according to gender

AGE 20-30 years
Above 50 years 16%
13%
41-50 years
14%

Fig 2: The percentage age of respondents

AGENCY
50.0%
40.0%
30.0%
20.0%
10.0%
00% H - S EE——
£ © 3> o oSS R L
) A7 B QF (ST ST R OV 0
S & N ke
VO F TS &S
Fig 3: The percentage of the agency
GRADE
20.00%
15.00%
10.00% I I
5.00% I I I
0.00% = n [
[ )] () (=) L) g oo — =t o0 L] =t
— [ B B o T T S s - I S S Y S T Pt
A LU O L L O O 9O 92O 2O

Fig 4: The percentage of the respondent’s grade

Figure 3 highlighted only nine (9) agencies took part in the survey,
where most of the respondents are from Federal Agriculture Mar-
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keting Authority (FAMA) 43.3% and followed by the Ministry of
Agriculture and Agro-based Industry (MOA) with 40.4%. In addi-
tion, 41% of the respondents are working in large agencies with
more than 500 people. This indicates the IT unit in the agencies
above has to respond to a high number of users from various busi-
ness units. Furthermore, figure 4 indicates 17.42% of the partici-
pants are government officers with middle management grade and
16.58% participant are assistant officers. This finding shows that
they have experiences working with IT personnel.

The SmartPLS v3 software is used in this study to analyze the
reliability and validity. The test of the internal consistency, com-
posite reliability and convergent validity was carried out to ana-
lyze the model. The factor loading and T-values of the construct
are calculated and displayed in Table 2. It is advised that the factor
loading must be above 0.7 and not below than 0.5 [47], thus, the
item ACM 1, ACM 2, ACM 7 and ACM 8 have to be eliminated
as the values are below the requirement.

Table 2: Measurement of the model parameters

Construct Item Loading T Value
ACM3 0.720 14.749
Alignment ACM4 0.787 22.35
(Communication) ACMb5 0.712 12.581
ACM6 0.702 13.368
AC1 0.800 22.97
Alignment AC2 0.794 19.86
(Cognition) AC3 0.793 18.945
AC4 0.805 20.795
AC5 0.748 11.516
ASK1 0.768 18.423
Alignment ASK2 0.748 18.847
(Shared Knowledge) ASK3 0.707 12.101
ASK4 0.736 14.478
SQ1 0.894 37.127
SQ2 0.883 33.526
. SQ3 0.884 27.934
'TQiZI‘i’t';e SQ4 0.830 22812
SQ5 0.882 46.976
SQ6 0.770 9.444
SQ7 0.894 40.951

Table 3 displays the Cronbach’s alpha of the model, where higher
than 0.7 indicates that the item form a scale that has reasonable
(very good) internal consistency reliability. The composite relia-
bility in Table 4 demonstrates all the variables are above 0.7 and
indicates a strong consistency.

The convergent validity can be tested if the AVE of the each la-
tent (variable) surpassed 0.5 [48]and fulfills the requirement.

Table 3: Internal Consistency Analysis

Average
TS Cronbach's | Composite Variance R
Alpha Reliability Extracted | square
(AVE)
Cognition 0.904 0.929 0.722
Communication 0.850 0.890 0.577
Shared Know- 0.838 0.892 0675
edge
:t-I)-/ SEEE Qe 0.943 0.953 0746 | 0.419
Table 4: Result of testing discriminant validity
IT
Cogni- Communica- =S STEED
tion i vice Knowl-
Qual- edge
ity
Cognition 0.850
Communication 0.713 0.831
IT Service Qual- 0.636 0.503 0.863
ity
Shared Knowl- 0.752 0.72 0.599 0.822
edge

Table 4 illustrates the result of correlation testing on the latent
variables. Findings indicates that discriminant validity is well
established for this study. It is also interesting to note that the
square root of the AVE have a larger number than other latent
variables. This can be concluded that the result have a well estab-
lish discriminant validity.

Communication
Hl+ 3243
T=20.938

Hl+ 4475
T=29.862

Hi+ f47#%
T=8.628

IT Service
Quality
Ri= 419%

Alignment
(Second
order
construct)

Cognition

Shared
Knowledge

H3+ 332+
T=25084

Fig. 5: PLS overall model

The R2 for IT service quality value present in this study obtained
as 41.9% and considered as medium predictive accuracy, and
fulfill the requirement of R2 value. The overall model indicates the
result of the assessment. It can be concluded the hypotheses H1,
H2, H3 and H4 are all accepted. In addition the communication,
cognition and shared knowledge indeed have strong affect to de-
rive the alignment between business and IT. Moreover, result also
shows a strong positive effect towards IT service quality (H4).
Hence the alignment have a positive impact on the quality of ser-
vice provided by IT unit.

6. Conclusion

Aligning business and IT strategic concept has been an ongoing
debate for more than 30 years. Researchers have developed nu-
merous business-IT alignment models and made enhancements to
the alignment aspects that benefit both the public and private or-
ganizations. IT governance has been argued as one of the effective
mechanisms in ensuring the level of service provided by the IT
department is of acceptable level. In ensuring that the overall aim
to achieve good IT governance, the level of service provided by
the IT department has to be of a satisfactory level. Thus, in achiev-
ing the level of satisfaction form all stakeholders, business and IT
has to be coordinated and communicated in the same language in
achieving the desired alignment.

Business-IT alignment consists of shared mission, objectives and
goals within the business strategy, in ensuring all targeted objec-
tives are met. It is expected that all departments understand the
goals to be achieved with excellent support by the IT department.
Unfortunately, this has not always been a success story. Previous
studies have indicated that misalignment between business and IT
have caused dissatisfaction to the business users of IT. With the
lack of support and understanding from the IT department and
lack of utilization of alignment factors, efficiency in providing
excellent services is difficult to achieve.

The relationship between business-IT is relevant in ensuring better
service quality is provided by the respective stakeholders. Litera-
ture analysis indicates that social factors can be significantly con-
sidered as a dimension for alignment [36]. Hence, there is a need
to identify critical factors that lead to better alignment and this
leads to better service quality. There are two key contributions of
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this study. The first is to identify the value of business-IT align-
ment at operational level. The dimension consists of communica-
tion, cognition and shared knowledge influencing the alignment at
the operational level to obtain high quality service. Secondly, to
validate the conceptual model in analyzing relationship between
business-IT alignment within the Malaysian public agriculture
sector. Furthermore, these relationships and best practices can
assist the organization in attaining the alignment. As a result, or-
ganization that achieve good alignment would be able to gain
benefits from the IT systems and improve performance. Moreover,
the organization would also learn to better managing people in
both business and IT in meeting future challenges.
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