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ABSTRACT 

The academic literature suggests that firms cannot stay competitive if their business and IT departments 
are not aligned. Several theories have provided insights into how to achieve alignment, yet most IT and 
business departments still struggle to fulfill each other’s expectations, with dissatisfaction and low trust 
as a result. Some scholars argue that alignment is about finding the right mechanical configuration for a 
given organization. Others argue that alignment theory should move away from a focus on processes, 
structures, and roles, instead looking at concepts such as communication, trust, and service quality. This 
Ph.D. thesis features an analysis of the relationship between the IT department and the business 
departments at the global brewery Carlsberg. The analysis is centered on how trust, transparency, and 
service quality enter into this relationship, and how these interactions affect the level of alignment 
between the company departments. Concurrent with the analysis and data collection, a framework was 
developed based on qualitative and quantitative data. The qualitative data collected via interviews and 
observations provided insights into the interactions between the concepts, whereas quantitative data 
collected via survey instruments and experiments provided insights into the correlations between 
concepts as well as their relational causality. The primary findings include the identification of causality 
between certain dimensions of transparency, trust, and service quality, with expectation matching 
playing a significant role in the relationship. The study also found that the relationship between 
transparency and trust was mutually reinforced, and that factors such as organizational complexity, 
organizational change, and lack of cross-domain engagement from the business employees had a 
negative impact on alignment. The findings of the thesis have implications for theory as well as praxis. In 
terms of theory, the findings provide a refinement of the normative claim that organizations should 
merely establish communication mechanisms to improve alignment. While such mechanisms can be 
useful, the roles of employee expectations, barriers, and the context of the organization must also be 
considered in order to achieve greater success. In terms of practice, the implementation of a 
transparency tool led to an increase of 16% in competence-based trust and an increase of 21% in the 
assurance dimension of service quality. For organizations similar to Carlsberg, such a tool could be a 
possible means to obtain similar results. 
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ABSTRAKT 

Den videnskabelige litteratur hævder at firmaer ikke kan bibeholde deres konkurrenceevne hvis deres IT 
og forretningsenheder ikke er aligned. Forskellige videnskabelige teorier har frembragt viden omkring 
hvordan alignment kan opnås, men trods dette, kæmper mange IT og forretningsafdelinger stadig med 
at opfylde hinandens forventninger, hvilket typisk giver en lav grad af tillid og tilfredshed i det indbyrdes 
forhold. Nogle forskere mener at alignment teorien skal bevæge sig væk fra at fokusere på processer, 
strukturer og roller, og I stedet fokusere på den uformelle organisationsstruktur og koncepter såsom 
kommunikation og tillid. Denne Ph.d. afhandling indeholder en analyse af forholdet mellem IT afdelingen 
og forretningsafdelingerne i koncernen Carlsberg. Analysen er fokuseret på hvordan tillid, transparens og 
service kvalitet indgår i dette forhold og hvordan denne interaktion påvirker graden af alignment. 
Sideløbende med analysen og dataindsamlingen blev der udviklet et rammeværk, baseret på de 
kvalitative og kvantitative data indsamlet. De kvalitative data indsamlet gennem interviews og 
observationer bidrog til viden omkring samspillet mellem begreberne, mens de kvantitative data 
indsamlet gennem spørgeskemaer og et eksperiment bidrog til viden omkring hvordan begreberne var 
korreleret og deres indbyrdes kausalitet. De primære fund blev indfanget i rammeværket. Disse fund var 
en identifikation af kausalitet mellem specifikke dimensioner af transparens, tillid og service kvalitet; at 
forventninger havde en signifikant rolle i forholdet; at forholdet mellem transparens og tillid var cyklisk; 
og at faktorer som organisatorisk kompleksitet, organisatoriske ændringer, og manglen på engagement 
fra forretningen havde en negativ indvirkning på alignment. Disse fund har konsekvenser for teorien og 
for praksis. Vedrørende teorien giver de opnåede fund yderligere viden omkring de normative 
anbefalinger der påstår at organisationer skal etablere kommunikations-mekanismer for at forbedre 
graden af alignment. Selvom sådanne mekanismer kan være brugbare, bør implementeringen af dem 
medtage overvejelser om forventninger, barriere, og organisationens kontekst. For praksis viste 
interventionen at øge den kompetence-baserede tillid med 16% og forsikrings-dimensionen af service 
kvalitet med 21%. For organisationer identiske med Carlsberg, kan værktøjet måske være med til at 
forbedre graden af alignment på en tilsvarende måde.  
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1 INTRODUCTION  
The academic literature suggests that firms cannot stay competitive if their business and IT departments 
are not aligned. Creating business value from IT requires a fit between IT and business resources (Irani, 
2002; Kearns and Lederer, 2003), and if such alignment is not in place, it may seriously hamper a firm’s 
performance (Venkatraman, 2000). To improve IT-business alignment, various approaches have been 
proposed, with the most dominant approach being alignment theory (e.g. Henderson & Venkatraman, 
1993). Alignment theory first emerged from a focus on strategic business and IT planning, and 
encompassed the relationships between structures, processes, and strategies. Since then, the theory has 
been expanded and many useful insights have been gathered. Different dimensions have been identified, 
frameworks have been proposed, and antecedents of alignment have been identified and explored. The 
conceptualization of the theory has also changed, and today alignment is viewed both as an on-going 
process that requires specific capabilities and actions, and as an end state focusing on measurements and 
outcomes.  

Notwithstanding how alignment is viewed, and despite the insights gathered, achieving alignment 
between business and IT remains persistently difficult to realize in practice (Wong, 2012). Despite many 
attempts, IT is still, in many instances, considered a necessary evil (Hirschheim et al., 2006), and during 
the past 30 years, the relationship between IT departments and their business customers has remained 
troubled (Ward & Peppard, 1996). Opponents to alignment theory argue that the mechanical element of 
alignment theory is incorrect—that alignment cannot be achieved due to organizational complexity, and 
that alignment theory is too theoretical because scholars do not go into the field for insights (Ciborra, 
1997). Proponents to alignment theory argue that more research is required that goes beyond the 
utilization of survey instruments and extends the scope of the theory to novel concepts and contexts. 
Today, only a few such studies exist. 

Among the articles that have ventured into this new alignment path is the work of Wagner et al. (2012). 
The authors argue that operational alignment is equally, if not more, important than strategic alignment, 
and they explain the shortcomings of alignment theory with a rigid focus on infrastructure and services. 
Their argument builds on the work by Chan (2002), who found that the informal organizational structure 
plays a large role when trying to align business and IT, as compared to the role of the formal 
organizational structure. Both Chan and Wagner et al. have found that factors such as communication, 
knowledge, and trust should be explored in more detail from an alignment perspective in order to 
improve alignment. The better the interactions between IT and business departments, the more likely 
the IT department can offer relevant services, proactively address challenges, and solve problems. 

The aim of this thesis is to continue the stream of alignment research that focuses on the informal 
organizational structure while considering the critique of alignment theory as being too theoretical. More 
precisely, the thesis will explore how the concepts of communication, trust, and service quality influence 
the relationship between the IT department and the business departments of a large organization, doing 
so using methods closely connected to the field. Several articles (e.g. Bassellier & Benbasat, 2004) have 
proposed that firms should increase communication in order to enhance alignment, but these articles 
seldom specify the conditions, barriers, and circumstances of such activity; and some scholars have even 
discouraged communication activities after finding that more information leads to less understanding. 
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With its basis in the alignment literature and the data gathered from a single organization, this thesis will 
attempt to provide additional knowledge on how communication, trust, and service quality interact 
within an alignment perspective, thus moving the new stream of alignment research forward. 

1.1 Research question 
The purpose of the research question is to guide the project in exploring how the informal structure of 
an organization affects alignment. Similar to the work by Wagner et al. (2012), this study differs from 
older alignment research by looking at alignment in terms of mechanisms and activities that increase IT-
business interaction, understanding, and collaboration. The overall research question is as following: 

� How do trust, transparency, and service quality interact within an alignment perspective, and 
what are the barriers in the process? 

This research question is broken down into propositions and hypotheses in Part II and Part V of the thesis.  

1.2 Background 
The inspiration for this thesis was a master’s thesis on enterprise architecture that I wrote prior to this 
project. In writing that thesis, several issues regarding the relationship between the IT and business 
departments caught my attention. Several of the interviewees in the case organization proclaimed that 
the reasons they did not perform according to expectations were that the other party did not trust them 
and that the general level of alignment was poor. Having heard similar stories from other organizations 
where trust and alignment were also an issue, this seemed like a general trend worth exploring. 

To learn more about the problem, I looked into the academic literature and discovered alignment theory. 
It seemed like a good theory to use in order to understand the issues, but it had also received some 
critique due to the mechanical focus adopted. Some scholars called for alignment studies that featured 
new concepts and utilized different methods to gather and analyze data. To see whether alignment 
theory could be used to understand the issues at hand, and whether I could contribute to the theory, I 
asked several companies for their interest in being the subject of an industrial Ph.D. project. The most 
promising company to respond was Carlsberg. Carlsberg was found to be a good case study subject 
because they are a global company, and were the subject of my master’s thesis. I already knew that some 
of the problems I was interested in were present in the organization.  

After some discussion, Carlsberg agreed to be the subject of a three-year case study. The Ph.D. project 
began in the IT department, with a promise to introduce me to the business employees as well. 

1.3 Terminology 
For each chapter in this thesis, any specific terminology used will be defined. For the thesis as a whole, 
the terms found in Table 1 are used. 
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Table 1: The terms used in the thesis and their intended meaning 

Terms Meaning 

Thesis This document 

Ph.D. project The three-year project that resulted in this thesis 

Chapter Each part of the thesis is divided into a number of chapters. Chapters are prefixed by 
a number. 

Dimension A dimension of a concept. For instance, the integrity aspect of trust. The term 
dimension is sometimes used for a specific concept in an analysis. 

IT context A specific context that encompasses changing or delivering products based on 
Information technology (IT). 

The business The business customers of the IT department. For instance, employees in logistics or 
marketing. 

Case organization The organization where interviews and field experiments were performed. 

Field of research An established, segmented field of research. 

Entity An object such as a department, a unit, an organization, or a group. Something that 
has a defined boundary with the outside world.  

Unit The same as entity 

DV Dependent variable that the independent variable predicts 

Scholar Author of a book or an article. Someone who is typically employed as a researcher. 

IV Independent variables used to predict dependent variables 

Customer/Stakeholder Used to denote people who rely on a department or organization. In this thesis, 
customer and stakeholder are used interchangeably. 

Relationship Relationship is defined as the mutual dealings, connections, or feelings that exist 
between two parties. 

Mutually reinforced A relationship between two concepts, in which an increase in one of the concepts 
entails an increase in the other, leading to a further increase in the first concept, and 
so on. Mutually reinforced concepts normally enter into a virtuous or vicious cycle. 

 
The definition of concepts related to the research question will be provided in Part II, in the chapter 
ALIGMENT THEORY, and in the chapter TRUST THEORY. Please note the use of the term transparency in 
the research question and thesis. Communication is part of the transparency concept: one must 
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communicate in some way in order to be transparent, but being transparent includes more dimensions 
than communication. The difference is accounted for in the section titled “The distinction between 
communication and transparency” in the literature view. 

1.4 Delimitation 
Some topics were ignored because they would result in too broad a focus for the thesis. The following 
topics were considered outside the scope of this thesis: 

1. Reflection on morals and ethics regarding communication and transparency—e.g. whether it is 
morally wrong to be lax regarding a person's right to privacy or ethically wrong to withhold 
information because a fair trade was not considered. The inclusion of an ethics perspective was 
thought to bring more confusion than benefit. 

� Reflection on the cultural aspect of alignment. This exclusion was due to data being collected 
from countries with very similar culture, such as Denmark, Sweden, Norway, Germany, and 
England. Including a cultural dimension would be interesting if data from cultures with greater 
differences was collected, but this was not done in the current thesis. 

Some delimitations are specific to each chapter. These delimitations will be specified in the chapters 
individually. 

1.5 Thesis structure 
The overall structure of the thesis includes six sequential parts. These parts, and the individual chapters 
associated with them, are displayed in the following table. The names of some of the chapters have been 
shortened for readability. 

Table 2: Thesis structure 

Part Main chapters Content 

I Introduction Part I outlines the theoretical position of the thesis in the 
literature, the problem of interest to be researched, and the 
background of the study. 

II The theoretical framework 
Alignment theory 
Trust theory 
Framework & propositions 

Part II features the justification, discussion, and outline of 
the theoretical framework used, and a segmentation of the 
research problem into propositions to be addressed in the 
following chapters. 

III Methodology 
About Carlsberg 

Part III features a discussion of the methods used to create 
knowledge and research the propositions, including a 
discussion of the philosophical considerations of such 
methods. In addition, the third part features a presentation 
of the case company that is the subject of data collection. 

IV The interpretive approach 
Relationship from IT perspective 

Part IV features a description of the interpretive methods 
used to collect and analyze data from the case organization 
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Relationship from business 
perspective 
Relationship from observer 
perspective 
The interpretive analysis 

according to the overall methodological framework. In 
addition, this part provides an overview of the data and an 
analysis of the data. 

V The positivistic approach 
Hypotheses 
Pre-measurements 
The intervention 
Post-measurements 
The positivistic analysis 

Part V describes the positivistic methods used to collect and 
analyze data from the case organization. In addition, this 
part provides an overview and analysis of the data collected 
and elaborates on the positivistic understanding formed. 

VI Research criteria 
Discussion 
Conclusion 

Part VI of the thesis elaborates on the research criteria 
relevant for the findings. This part also discusses how the 
results can be generalized and how the results contribute to 
the alignment field. Lastly, a conclusion is provided to 
summarize the main findings and the contribution to the 
field. 

 
The thesis structure was inspired by the mixed-method framework of Lee (1991). This framework will be 
discussed in Part III, in the chapter METHODOLOGY. The overall path of the thesis is as follows: 1) the 
thesis is introduced; 2) a review of the main theories are presented; 3) a review of the methodology is 
presented; 4) an interpretive approach featuring data analysis is presented; 5) a positivistic approach 
featuring data analysis is presented; 6) a discussion of the thesis findings and conclusion are presented. 
These parts constitute the complete thesis. 
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PART II 

  



THE THEORETICAL FRAMEWORK 
 

Page 12/245 

2 THE THEORETICAL FRAMEWORK 
In the introduction it was clarified that the context of the thesis is the IT-business relationship in global 
organizations. Moreover, alignment theory was found to be the most promising theory with which to 
understand this relationship and was therefore chosen as the theoretical framework. To provide more 
justification for the choice of alignment theory, this chapter will feature a discussion of the available 
theories and present the reasons for choosing alignment theory. 

In the process of choosing a theoretical framework, the following criteria were established: 

� The theory can be utilized to understand the IT-business relationship in the case organization. 
� Gaps exist in the theory that the current project can help narrow. 
� The theory has some practical value for the case organization. 

Based on these properties, theories in communications, economics, sociology, and psychology were 
reviewed. The common denominators for the reviewed theories were that they focused on the 
relationship between two groups of people. An overview of the theories is presented in Table 3. 

Table 3: Available theories 

Theory View on relationships 

Information economics Relationships are formed based on information that has economic value, as 
this information allows individuals to make choices that yield higher expected 
payoffs. Parties in the relationship can possess different levels of information, 
a concept that is referred to as information asymmetry. 

Transaction cost theory Transactions between parties in a relationship are undertaken based on 
information cost, bargaining cost, and policing and enforcement costs. 
Individuals in the relationship display bounded rationality. The amount of 
transactions will depend on how costly they are to make. 

Principal-agent theory Relationships can show conflict of interest when a principal hires an agent to 
perform specific duties that are in the best interest of the principal but may be 
costly, or not in the best interests of, the agent. This situation can be solved by 
creating an environment in which an agent has the incentive to align its 
interests with those of the principal. 

Alignment theory Alignment within a relationship can be optimized based on the configuration 
of different elements such as governance, roles, processes, and 
communication. Alignment theory often takes place in an IT-business context 
and is often concept-based. Some of the newer alignment research is focused 
on the informal structure and concepts such as communication, knowledge, 
and trust. 

Relational signaling theory Relationships are context dependent and guided by the social context in which 
the individual operates. An individual is generally able to pursue one goal in 
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any given situation, bringing this main goal into the foreground of the 
individual’s attention. 

Social exchange theory Relationships are formed based on the use of a subjective cost-benefit analysis 
and the comparison of alternatives. Happiness within a relationship is 
therefore not only dependent on how it is perceived, but also whether 
alternatives exist and how they are perceived as well. 

Social penetration As a relationship develops, interpersonal communication moves from 
relatively shallow, non-intimate levels to deeper, more intimate ones. The 
greater the depth of information shared, the more the relationship will 
develop. 

 
The theories presented in Table 3 hold different views regarding relationships between groups of people. 
Theories based on economics view a relationship in a very calculating way. The theory of signaling sees a 
relationship as interpreting actions or signals. The theory of social penetration focuses on communication 
and information whereas the greater amount of information participants share, the stronger the 
relationship becomes. Lastly, alignment theory focuses on the organizational alignment between two 
units. If the relationship is aligned strategically and operationally, the departments will become more 
effective. If the requirements of one department towards another are not understood or adapted to, or 
the department is unable to express its requirements, mistrust will likely emerge. 

The reasons for choosing alignment theory was that a theoretical framework that concerns structures 
and formal entities such as information, work roles, reports, and congruence between organizations was 
found to be most appropriate compared to theories that are confined more to transaction-based or social 
relationships. Social penetration theory and exchange theory were interesting theories, yet they lose 
some of their utility in a context as complex as that of the case organization. The context for most of the 
theories was diffuse, spanning relationships in marketing, logistics, finance, and more. However, the 
context used in most studies of alignment theory has been the relationship between IT and business 
departments (e.g. Chan & Reich, 2007). As this context was the same as the context of the research 
project, this constituted a strong argument for choosing alignment theory as the theoretical framework. 
In addition, the performance implications of the alignment between business and IT have been 
demonstrated empirically and have been found by several studies to improve IS performance (Chan, 2002; 
Irani, 2002; Kearns and Lederer, 2003). Good alignment leads to a more focused and strategic use of IT, 
which in turn leads to increased performance (Chan & Reich, 2007). Of all the theories considered, 
alignment was found to be the most suited to the interests of the stakeholders and to the research 
context. Even if scholars such as Ciborra (1997), Silvius (2007), and Grant (2010) have expressed a critical 
stance towards the theory, such critique points to areas where alignment theory can be refined. Because 
alignment theory can be utilized to understand the IT-business relationship, because it has practical and 
academic value, and because it contains gaps that this project can narrow, it was chosen as the 
theoretical framework of the thesis. 
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3 REVIEWING ALIGNMENT THEORY 
With alignment theory chosen as the theoretical framework for the thesis, the next step was to review 
and account for the status of the theory, and to uncover areas where additional research was needed. 
This was done by conducting a literature review. To aid in the construction of a sound literature review, 
the method suggested by Webster et al. (2002) was used. The steps in this method are as follows: 

1. Start by identifying major contributions published in leading journals by using keyword searches for 
the primary concept. Because IS is an interdisciplinary field straddling other disciplines, the author 
should not only look within the IS discipline but also outside the field where appropriate. 

2. Go back by reviewing the citations for the articles identified in Step 1 to determine prior articles. 
3. Go forward to identify articles citing the key articles identified in the previous steps. Determine 

which of these articles should be included in the review. 

The stop criteria for this method are fulfilled when no new concepts are found in the pool of articles and 
books collected. Besides using keywords to filter irrelevant articles, Webster et al. (2002) also suggests 
narrowing the search by clarifying the scope in terms of level of analysis, temporal and contextual 
limitations, and implicit values. 

3.1 Selecting journals 
After formulating a rough outline of the review method, the boundaries for the review was clarified. 
These boundaries were set as follows: 

� The unit of analysis was the relationship between the IT department (constituted by IT 
employees) and the business department (constituted by business employees), at the 
organizational level. 

� The context for the review was confined to an organizational context. Research on alignment 
between NGOs or other types of institutions was not included. 

� The primary field of the literature review was confined to the IS field. However, the field of 
organizational design was included because IS is seen as an interdisciplinary field. 

With these boundaries clarified, major journals publishing in the IS/ICT discipline was selected based on 
their impact score. This score was found on the Web of Science page by Thomas Reuters. However, it 
was recognized that journals that appeared in the (short) list of “top” journals were likely to be 
relatively conservative in terms of research approaches and themes covered (Introna, 2003). Only 
selecting these journals as the starting point could result in overlooking important contributions. 
Therefore, other relevant journals were also included if they were found to be “outlets” focusing more 
on the social study of IS/ICT, while at the same time still having a sufficient impact score (greater than 
or equal to 1.5). A list of journals having the necessary impact score was provided by Willcocks et al. 
(2008). This list was used to select the journals for the review of alignment theory. The journals of 
interest can be found in Table 4. 
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Table 4: Journals of interest 

 
 

 

 

 

Besides the journals in Table 4 additional journals were included if they were found to be relevant for 
the research topic. Yet, the above journals constituted the main journals where articles were identified. 

3.2 Searching for articles 
To search for articles three databases were used. The databases used to discover articles were Escohost, 
Web of Science, and Google Scholar. These databases were chosen because they featured the highest 
number of journals and because they were cross-database sites. Web of Science was particularly 
interesting because it featured the possibility of “mapping” the citations of articles backwards and 
forwards. The keywords used in the search were “alignment OR aligning AND (IS or IT or ICT)” and 
“Business-IT AND (alignment OR aligning).” The latter was added because merely searching for alignment 
yielded very diffuse results that included disciplines such as biology and physics, which also utilize the 
term “alignment.” 

Through the search conducted via the databases and keywords specified, the articles in Table 5 were 
identified. Twenty-seven articles were found in the selected journals that complied with the boundaries 
chosen. For the full information on each article, see the chapter REFERENCES.  
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Table 5: Initial pool of articles 

Year Author(s) Title 

1993 N. Venkatraman, & Henderson, 
J. 

Strategic alignment: Leveraging information technology for 
transforming organizations 

1997 Ciborra, C. U. Deconstructing the concept of strategic alignment. 

1999 Luftman, J., & Brier, T. Achieving and Sustaining Business-IT Alignment 

1999 Luftman, J. N., Papp, R., & 
Brier, T. 

Enablers and inhibitors of business-IT alignment 

2000 Reich, B., Benbasat, I. Factors That Influence the Social Dimension of Alignment between 
Business and Information Technology Objectives 

2000 Luftman, J. Assessing business-it maturity 

2001 Hirschheim, R., & Sabherwal, R. Detours in the Path toward Strategic Information Systems 
Alignment 

2001 Sabherwal, R., & Chan, Y. E.  Alignment between business and IS strategies: A study of 
prospectors, analyzers, and defenders. 

2002 Chan, Y. E.  Why haven’t we mastered alignment? The importance of the 
informal organizational structure 

2002 Cragg, P., King, M., & Hussin, H. IT alignment and firm performance in small manufacturing firms 

2003 Luftman, J.  IT/Business alignment 

2004 Avison, D., Jones, J., Powell, P., 
& Wilson, D. 

Using and validating the strategic alignment model 

2007 Chan, Y. E., & Reich, B. H. IT alignment: what have we learned? 

2007 Huang, C. D., & Hu, Q. Achieving IT-Business Strategic Alignment via Enterprise-Wide 
Implementation of Balanced Scorecards 
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2008 Chen, H.-M. Towards Service Engineering: Service Orientation and Business-IT 
Alignment. 

2009 De Haes, S., & Van 
Grembergen, W. 

An Exploratory Study into IT Governance Implementations and its 
Impact on Business/IT Alignment 

2009 Haes, S. De, & Van 
Grembergen, W.  

Exploring the relationship between IT governance practices and 
business / IT alignment through extreme case analysis in Belgian 
mid-to-large size financial enterprises 

2009 Tarafdar, M., & Qrunfleh, S. IT-Business Alignment: A Two-Level Analysis 

2010 Smith, H. A., & McKeen, J. D. Developments in Practice XXXVI : How to Talk So Business Will 
Listen … And Listen So Business Will Talk 

2011 Bradley, R. V., & Byrd, T. A The role of enterprise architecture in the quest for it value 

2011 Wang, N., Xue, Y., Liang, L., Ge, 
S. 

The Road to Business-IT Alignment : A Case Study of Two Chinese 
Companies 

2012 Wagner, H., Weitzel, T. How to Achieve Operational Business-IT Alignment : Insights from a 
global aerospace firm 

2012 Ragowsky, A., Licker, P. S., & 
Gefen, D. 

Organizational IT Maturity (OITM): A Measure of Organizational 
Readiness and Effectiveness to Obtain Value from Its Information 
Technology 

2012 Wong, T. C., Ngan, S.-C., Chan, 
F. T. S., & Chong, A. Y.-L. 

A two-stage analysis of the influences of employee alignment on 
effecting business–IT alignment. 

 
Hereafter, the task was to expand the selection by going forward and back from the 27 identified articles. 
When going back, an article was included in the article pool if the topic of the article was about alignment 
in some way and: 

� The journal the article was published in was listed in Table 4, or 
� The article was in a peer-reviewed journal and had a citation count above 20. 

When going forward, an article was included in the article pool if the topic was about alignment and: 

� The journal the article was published in was listed in Table 4, or 
� The conference where the article was presented had a good reputation, or 
� The article was in a peer-reviewed journal and had a citation count above 20. 

While searching for articles, a concept matrix was used to assess the concepts introduced. This matrix 
featured the title of the articles and the main concepts introduced. According to Webster et al. (2002), a 
search can be terminated when no new concepts are identified. After 87 articles were added to the article 
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pool, the literature search was terminated because no new concepts emerged and the same set of articles 
was found with each new forward and backward search. After carefully investigating each article, four 
articles were excluded from the article pool because they were found to be irrelevant. The final article 
pool therefore featured 83 articles. According to Leonard & Seddon (2012), the IS/IT strategic alignment 
literature is extremely extensive and covers more than 150 articles produced over a period of more than 
25 years. The selection of 83 articles from high-end journals was found to be adequate to cover the field. 
Of these 83 articles, 33 analyzed survey data, 22 analyzed the literature, 16 were case studies, 10 analyzed 
interview data, 1 was a longitudinal study, and 1 was a quasi-experiment.  

3.3 Writing the review 
The next step was to structure and write the review. The goal of the review was twofold: firstly, to help 
other scholars make sense of the accumulated knowledge on alignment (Webster et al., 2002); and 
second, to include knowledge that could be utilized to collect and analyze data by identifying critical 
knowledge gaps (Webster et al., 2002) that the researcher can attempt to narrow. 

The approach taken to organize the review was concept-centric rather than author-centric. The result 
was a review organized based on concepts rather than high-ranking articles by specific authors. The 
concepts were examined based on the articles identified in the concept matrix. This concept matrix was 
used to identify the different dimensions of the concepts encountered in the articles. The literature 
review of alignment theory is presented in the next chapter. 

4 ALIGMENT THEORY 
When reviewing the theory of alignment, it became clear that different words were used that were 
equivalent to alignment. These words included fit, integration, bridging, and harmony. In this review, I 
will treat these words as having the same meaning because their definitions are very similar. This decision 
is supported by Chan & Reich (2007), who found the terms to be equivalent, with only subtle differences.  

Virtually all of the articles identified in the literature search researched the concept of alignment and one 
or two other concepts. The top 20 concepts mentioned in the articles about alignment are displayed in 
Figure 1. The concepts are sorted by frequency of occurrence.  
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Figure 1: Concept matrix for alignment theory. The full pool of alignment articles can be found in APPENDIX I. 

As can be seen in Figure 1, the concepts of communication and knowledge sharing are often linked to 
alignment. The same applies to structure, partnerships between business and IT, leadership, trust, roles, 
governance, and service quality. The majority of alignment studies are based on large surveys or literature 
reviews. The consequence is that they view alignment in a rational top-down approach (Yetton et al., 
1995) and often do not include the operational level of analysis. The large number of concepts linked 
with alignment1 indicates a broad field whose focus is on improving alignment by looking at other 
concepts. Since a link between alignment and performance is found in several studies (Luftman & Brier, 
1999; Papp, 1993; Sabherwal & Chan, 2001), many researchers often use alignment as a mediator 
between antecedents of alignment and performance. This is most common in studies that see alignment 
as an end state, but is also found in alignment studies that view alignment as a process. 

4.1 Definition of alignment 
To identify the dimensions and elements of alignment, several definitions found in the literature were 
noted. These definitions are displayed in Table 6. 

Table 6: A summary of alignment definitions 

Definition of alignment By Author(s) 

The basic principle is that IT should be managed in a way that mirrors 
the management of the business. 

Sauer and Yetton (1997) 

                                                           
1 About 50 concepts were identified. 
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The degree to which the mission, objectives, and plans contained in the 
business strategy are shared and supported by the IT strategy 

Reich and Benbasat (1996) 

The degree of fit and integration among business strategy, IT strategy, 
business infrastructure, and IT infrastructure. 

Henderson and Venkatraman 
(1993) 

Strategic alignment of IT exists when an organization’s goals and 
Activities, and the information systems that support them, remain in 
harmony. 

McKeen and Smith (2003) 

Good alignment means that the organization is applying appropriate IT 
in given situations in a timely way, and that these actions are congruent 
with the business strategy, goals, and needs. 

Luftmann and Brier, 1999 

Alignment is the business and IT working together to reach a common 
goal. 

Campbell (2005) 

The degree of coherence between realized business strategy and 
realized IT strategy. 

Chan & Huff, 1993 

The relationship between external business strategy and internal 
infrastructure and processes 

Henderson and Venkatraman 
(1993) 

 

Reviewing the definitions of alignment does not provide a precise definition of the concept. Take, for 
example, the definition used by Luftman & Brier (1999): 

Good alignment means that the organization is applying appropriate IT in given situations in a 
timely way, and that these actions are congruent with the business strategy, goals, and needs. 

Appropriate IT could encompass IT resources, IT structures, and IT investments. Timeliness could mean 
that the entities are being allocated and put to use within a timeframe accepted by the business. 
Congruency means that IT resources and investments are made in such a way that they support, or at 
least do not contradict, the business’s needs, goals, and strategy. Looking at Luftmann & Brier’s definition 
and those found in Table 6, a common denominator in the alignment concept is the ability of the IT 
department to remain congruent with the business’s mission, vision, and goals. Most definitions of IT 
alignment see IT as the pivot (i.e. the affected domain) and the business as the anchor (i.e. the affecting 
domain). It should be noted, however, that some definitions also recognize that the IT department can 
drive business strategy. Notwithstanding, the definitions in Table 6 do not reveal a clear definition of 
alignment. Most definitions see IT as the entity that should be congruent with, and provide support for, 
the business’s goals, visions, and requirements. Chan & Reich (2007) argue that there exists a lack of 
theoretical foundation in the alignment concept, and that there exist an incoherent body of knowledge. 
This makes it difficult to identify how each study on alignment contributes to the field as a whole. On an 
overall level, good alignment means that the IT department(s) and the business department(s) are 
structured or managed in such a way that they support each other’s objectives, strategy, and goals. A 
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lack of alignment is therefore a situation in which the IT department and the business departments 
cannot fulfill each other’s requirements due to misalignment between their strategies or infrastructures. 
Because of this broad definition of alignment, the items used to measure the concept are quite broad as 
well. For instance, the widely used survey instrument of Luftman (2003) features 38 items spanning the 
areas of communication, competence, governance, partnership, technology, scope, and skills. In another 
study by Reich & Benbasat (2000), long-term alignment is measured as “the state in which business and 
IT executives share a common vision of the way in which IT contributes to the success of the business 
unit.” It seems that different dimensions of alignment are explored in the literature but are denoted only 
as alignment; and because no overall definition exists, these studies are all considered as contributing to 
the field. 

4.2 An overview of the alignment field 
The alignment literature is exhaustive, and features studies of alignment models, issues, antecedents, 
and correlations to other concepts. The first mention of alignment was in a series of surveys produced 
between 1982 and 1996 in MIS Quarterly (Leonard & Seddon, 2012). Research conducted in the 1980s at 
MIT served as an initial attempt to harness the strategic power of IT (Chan & Reich, 2007). In 1990, 
Henderson and Venkatraman used the previous research to develop a model of IS/IT alignment that was 
used as basis for future studies by scholars such as Luftman and Avison et al. (2004). The segmentation 
of the business and IT departments according to strategy and infrastructure stands as the dominant view 
in the field today. 

Historically, the belief in the alignment field was that alignment was an end state. The goal of alignment 
was to find a configuration of structure and strategy in the IT department that would yield optimal value 
from IT. More recently, this view has been challenged, for instance by the work of Benbya and McKelvey 
(2006), who do not see alignment as an end state, but rather as a series of co-evolutionary moves that 
align IS over time. This view is commonly referred to as the process perspective of alignment. 
Notwithstanding which perspective is taken, alignment has generally been perceived as something good 
and worth pursuing. This has led to numerous studies investigating the antecedents of alignment. Since 
alignment has been linked to performance (Chan et al., 1997; Cragg et al., 2002; Luftman, 2007), 
researchers have sought to determine how the IT department (and sometimes the business departments) 
could be configured to obtain the highest level of IT-business alignment. This is evident from the concept-
matrix constructed during the literature review, which featured more than 50 different concepts related 
to the concept of alignment.  

Since the alignment concept emerged in 1980, several insights have been added to the field. For instance, 
the link between alignment and performance (Luftman, 2007), the link between federated IT structures 
and alignment maturity (Luftman, 2007), and the relationship between alignment and flexibility (Gerow 
et al., 2014) have been identified. Moreover, the importance of the informal organizational structure 
(Chan et al., 2002; Wagner et al., 2012), the importance of shared domain knowledge (Coughlan et al., 
2005), and several challenges in achieving alignment have been studied. These challenges include a lack 
of business knowledge, having an unknown corporate strategy, and a lack of belief in the value of 
achieving alignment. In such a broad field, a new study should try to find gaps in the theory where 
additional research is required. Recall from the introduction that this thesis is centered on the concepts 
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of communication, trust, and service quality. In the next section, I will justify why communication is 
interesting from an alignment perspective and why it was chosen as one of the concepts to be studied. 

4.3 Alignment gaps 
Looking at the gaps in the alignment literature that can be narrowed, several suggestions have been 
provided by leading authors. No overall theme seems to guide these suggestions, but they all tend to aim 
for a more narrow and specific investigation of alignment. For instance, Chan & Reich (2007) suggest that 
more investigations of alignment are required to explore the subtleties concerning how, when, and 
where IT alignment really matters. Other scholars state that many of the alignment studies have been 
broad, typically using survey methods to find correlations between chosen concepts and alignment. 
While such studies are insightful and useful in guiding research, more in-depth studies are required in 
order to explore the contexts and real-life roles of these concepts. This viewpoint has been expressed by 
Baets (1996) and Ciborra (1997). A common critique of alignment theory is that the simplicity of the 
models is inconsistent with the real world. The majority of articles on alignment investigate correlations 
on an abstract scale and do not go into depth to explain why the correlations exist. Baets and other 
scholars suggest that additional research should be aimed at exploring discrepancies between the 
theoretical knowledge of IT issues and the capacity to translate these into real-world action. New 
methods seldom used in the field, such as longitudinal studies, quasi-experimental studies, and even 
interviews, have thus been requested, as they would provide a more granulated knowledge of alignment 
and could explore the established correlations in more detail. Furthermore, new studies should be 
normative and focus on the “daily work” of the firm. For instance, Wagner et al. (2012) state that “existing 
frameworks are not sufficient to implement and assimilate alignment into daily work life because they 
often do not provide actionable recommendations.” The focus on operational knowledge is in line with 
the arguments of Baets and Ciborra that alignment theory should move away from simple models and 
encompass the complexity of organizations.  

Taking into account the request for more in-depth studies, there are several possible directions for future 
research. In fact, because alignment has been linked to numerous other concepts, almost any study that 
provides an extensive examination of such a linkage in a real-world setting would be interesting2. One 
area that seems particularly interesting, however, is the relationship between the informal organizational 
structure and alignment. As mentioned in the introduction of this thesis, Chan (2002) found that the 
configuration of formal organizational structures does not always improve IS performance. The informal 
organization structure, on the other hand, was found to play a far more important role than expected in 
improving alignment. In Chan’s (2002) study, the informal structure comprises the various informal 
structures, connections, and procedures that people use to get their work done, such as social networks, 
communities of practice, tools, and inter-departmental relationships. While formal structures were found 
to be inconsistent or not the same across firms, informal structures were repeatedly mentioned in 
relation to alignment. The author thus suggests that the informal structure is an important alignment 
component that requires additional emphasis in future studies (Chan, 2002). This thought is echoed in a 
later literature review by Chan & Reich (2007) and in studies by Wagner et al. (2012) and van den Hooff 

                                                           
2 Under the assumption that such a study has not been conducted before. 



ALIGMENT THEORY 
 

Page 23/245 

et al. (2011). For instance, Van den Hooff et al. writes that, “by focusing on the social capital between IT 
and Business professionals, we highlight the importance of the social dynamics … rather than the strategic 
alignment of IT and Business as perceived by their managers (which is the focus of much literature 
addressing the relationship between Business and IT). These social dynamics have been explored before, 
but to a very limited degree.” 

Of the concepts related to the informal structure in the alignment literature, knowledge sharing and 
communication have been mentioned several times (e.g. Palowski et al., 2004; Peppard, 2001; van den 
Hooff et al., 2011; Wagner et al., 2012). In fact, of all the concepts identified in the literature, knowledge 
sharing and communication are the concepts that appear most frequently. The studies on knowledge 
sharing often see it the independent variable, while alignment is the dependent variable. Furthermore, 
such studies nearly always use a survey-based method to collect and analyze data3. The result is valuable 
knowledge on how communication is correlated to alignment, but a lack of knowledge on the 
mechanisms involved in the correlations. For example, how exactly does communication improve 
alignment, and how does a lack of communication reduce alignment in various contexts? Currently, it is 
difficult to answer these questions using the current literature, as few attempts have been made to 
understand the relationship between communication and alignment in depth. 

Based on the literature review performed, the communication aspect of alignment theory was selected 
as the primary focus of this thesis. Communication was chosen because it has been featured in several 
articles, it is part of the informal structure, and it has been understudied. The remainder of literature 
review will discuss communication from an alignment perspective, while ignoring aspects of alignment 
theory that were found to be irrelevant. 

4.4 Alignment and communication 
Communication has been positively associated with alignment in several studies. For instance, a study 
performed in 2001 by Bassellier et al. found that shared domain knowledge originating from 
communication is the most important factor in explaining the alignment of IT and business strategies. In 
a subsequent study performed in 2004, Bassellier & Benbasat found that the interpersonal 
communication competencies of IT professionals are important for the achievement of alignment.  

In a similar vein, Reich & Benbasat (2000) found that shared domain knowledge leads to more frequent 
communication between IT and business employees, enhancing mutual understanding between the 
departments and thereby leading to alignment4. The author argues that “the biggest distinction found 
between business units with high and low levels of short-term alignment was the frequency of structured 
and unstructured communication between IT and line executives.” Organizations with infrequent 
communication between the IT management team and the business line managers experienced a lesser 
degree of alignment and had a less successful history of IT implementations. 

                                                           
3 Only 2 of the 23 studies on knowledge sharing, and 3 of the 28 studies on communication, used a method other 
than survey or literature review. 

4 Defined as short-term alignment by the author. 
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One argument for why communication is important in creating alignment is provided by Vermeulen & 
Dankbaar (2002). In their study, the authors found that poor communication and collaboration tend to 
be the norm between IT specialists and business line managers, and that the lack of such communication 
create IT and business camps and a lack of shared domain knowledge. When the parties do not 
understand each other, they become less aligned. The same was found by Day (2007), who reports that 
the sharing of knowledge regarding goals and plans helps form adequate expectations of the IT 
department. Unrealistic promises, on the other hand, can lead to false expectations that can undermine 
confidence and even breed hostility between the business and IT sides. 

Communication is also important in the relationship between the CIO and CEO. Johnson (2010) and Feeny 
et al. (1992), for example, found that the level of mutual understanding between the CEO and CIO leads 
to enhanced business-IT alignment. In these studies, increased communication improved mutual 
understanding regarding the current role of IT, and richer communication channels improved mutual 
understanding regarding the future role of IT. 

Barriers to communication 
If communication is important in achieving alignment, what are the barriers to communication? Smith et 
al. (2010) provides three arguments regarding this question. The first argument is that the nature of IT 
work has changed. Global IT departments now act as intermediaries between third-party contract staff, 
global staff, or external stakeholders and vendors, as well as traditional business users. When multiple 
cultures, different political contexts, diverse time zones, and virtual relationships are added into the mix, 
communication simply becomes more multi-faceted and challenging. The second argument is that IT 
departments are generally staffed by people that are introverted and socially disruptive. Employing 
persons with such lack of communication skills does not aid the requirement of cross-domain knowledge 
sharing and good communication. The third argument regards the nature and frequency of 
communication. While more frequent contact with the business side leads to improved communication, 
the language used by IT is often so full of jargon, techno-centric and inappropriate that many 
organizations have sought ways to limit the amount of communication between the two groups5.  

Coughlan et al. (2005) investigated these findings further and found several themes that account for the 
lack of communication. These themes include a lack of information exchange, gaps in understanding, and 
adversity between business and IT camps. To overcome the issues, the authors suggest that mechanisms 
should be implemented that allow a mutual understanding to be created between business and IT and 
their respective areas of operation. One interesting remark from a study by Coughlan et al. (2005) is that 
all the critical remarks gathered during the study came from business managers towards IT, even though 
several IT managers were also interviewed. None of the IT managers criticized the business side, and IT 
was, as the author’s state, their own worst critic. This created a very one-sided relationship, where the 
business demanded things like more proactive communication, but simultaneously stated that they did 
not want to include IT because they spoke a “language they did not understand.” The problem was not 
that business employees were unable to understand technical language, but that IT employees were 

                                                           
5 Much of this paragraph is taken directly from Smith et al. (2010), but is not quoted because it has been edited 
slightly. 
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unable to speak a proper business language. In that study, it was quite clear that the business side wanted 
IT to get closer to the business operations, but without taking steps to become closer to IT. This might 
point to another barrier to communication, namely non-engagement from the business side. 

Another study on barriers was performed by Huang et al. (2007), who argues that because of language 
barriers, cultural differences, and stereotypical perceptions associated with IT specialists, concepts such 
as relationship management, trust, and communication can have a stronger effect on IT alignment than 
the effects of structures and processes. IT and business must communicate well and often, and they need 
to establish a partnership instead of an “us-and-them” perception. This insight is supported by Dunne et 
al. (2002), who found that limiting the focus to formal interactions, e.g., through IT governance processes, 
is the least effective means of achieving alignment. 

Antecedents of communication 
If the aforementioned barriers were overcome, what would be the antecedents of communication from 
an alignment perspective? Benbasat (2000) argues that managers who are respected are able to get 
involved in activities that are well outside their sphere of influence. Those who are not tend to be left 
out, either through not being invited into senior committees or by not being involved in discussions about 
important business issues. Respect, Benbasat argues, comes from either shared domain knowledge, or 
from IT implementation success. If IT is perceived as being successful in the eyes of the business, the 
business is more inclined to listen to IT’s input during meetings. This notion is echoed by Feeny et al. 
(1992), who found that CIOs who are perceived to contribute beyond their functional responsibilities are 
often invited into important meetings, which has a positive influence on business-IT alignment. The 
importance of IT implementation success is furthermore stressed in a study by Kaarst-Brown and Robey 
(1999), who found that, at a deep level, organizations see themselves as either able to manage and use 
IT or not. Therefore, creating alignment between business and IT objectives is not just a matter of 
configuring the IT organization. Over the long term, the culture and stories within the organization must 
move from those of failure and defeat to those of mastery and success. In other words, the IT organization 
should emphasize communication of their successes, and provide ample explanation when failures occur. 

Tools can also be used to improve alignment via communication. Huang et al. (2007), for example, focus 
on tools to enhance communication, especially the balanced scorecard. The authors found that the case 
organization in their study had success using a balanced scorecard approach to create effective 
communication. The authors argue that because crucial communication is often entrusted, by default, to 
a few individuals in the IT department who interface regularly with other business functions, other forms 
of communication mechanisms are required in order to foster effective exchange of information between 
business and IT. The balanced scorecard provides a good way to increase the frequency of 
communication.  

On a more abstract level, Weiss & Anderson (2004) found that to achieve alignment, organizations should 
focus on the four C’s: clear direction, commitment, communication, and cross-functional integration. This 
is illustrated in the figure below. 
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Figure 2: Path to alignment, the Four C's (Weiss & Anderson, 2004) 

According to the model presented in Figure 2, communication must begin with a clear outline of 
expectations and a description of what the organization intends to gain through alignment. 

Requested types of information 
Areas where communication often fails and where more information is required include information 
about project and change requests. In a study by Coughlan et al. (2005), the most requested piece of 
information was about why projects failed to start on time and why they exceeded the budget. A focus 
on operational alignment stands in contrast with the general focus on strategic alignment often adopted 
in the alignment field. Based on the literature review performed, it seems that a focus on operational 
alignment is becoming increasingly important and is often sought by practitioners. For example, in a 
recent study, Wagner et al. (2012) found that “while most research and practice has focused on strategic 
alignment to synchronize IT and business plans among the executive team, our research suggests that 
operational alignment is equally, if not more, important. Operational alignment brings strategic plans 
into everyday life and creates value from daily operations.”  

Creating operational business-IT alignment is challenging, as Wagner et al. note, since it involves fostering 
cross-domain communication and knowledge flows among staff in different departments. To create such 
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a flow, three areas must interact, namely communication, knowledge sharing, and trust. This is illustrated 
in the figure below. 

 

Figure 3: The operA framework by Wagner et al. (2012) 

The point of Wagner et al.’s (2012) study, as displayed in Figure 3, is that frequent cross-departmental 
communication regarding operations leads to enhanced cross-domain knowledge, which then leads to 
enhanced trust. The new level of trust enables new alignment mechanisms for communication on a 
higher level. The link identified between communication and knowledge was also identified by Benbasat 
in 2000. However, while Benbasat relates knowledge sharing directly to alignment, Wagner relates 
knowledge sharing to trust, which is then found to have a positive influence on communication.  

Importance of communication 
While performing the literature review, most studies about communication were found to be pro-
communication and argued that communication plays an important role in creating shared domain 
knowledge and mutual understanding. In contrast, Luftman et al. (1999) found that just 3% of business 
executives saw “good IT-business communication” as an enabler of business-IT alignment. Furthermore, 
only 2% of the executives believed that “IT does not communicate well” was an inhibitor of business-IT 
alignment. This finding is interesting because it points to a gap between what executives find important 
for building alignment and what scholars find important for building alignment, even if the study by 
Luftman is somewhat outdated. 

Communication summary 
Nearly all of the studies identified were pro-communication. The majority of the studies did identify 
correlations between communication and alignment, but mediation and modulation were seldom 
controlled for, and no studies on causality were found. 
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Communication was linked to alignment in several different ways. The most frequently found correlations 
were between communication, shared domain knowledge, and alignment. Increased communication 
between IT and business managers leads to enhanced shared domain knowledge, which then leads to 
improved business-IT alignment. Some of the concepts that were found to have an influence on this set 
of correlations were IT implementation success, trust, and IT competencies. 

In the majority of cases, communication between the IT department and business departments was 
found to be poor. Arguments for why this was the case included that IT was complex, that IT people 
communicated in a very technical language, that IT people were introverts, that an “us-and-them” 
perception existed, and that IT managers did not have sufficient respect from managers and executives 
in the business departments. No further investigation of these reasons was done, however, as data from 
the studies was gathered primarily using survey instruments. 

4.5 The distinction between communication and transparency 
So far, the word communication has been used in relation to trust and service quality. One issue in 
focusing on communication, however, is the nature of the concept. Take, for instance, the 
communication model by Shannon & Weaver shown in Figure 4. Although this is a very technical model, 
it is used in numerous studies on communication. The model features a sender, a transmitter, a channel, 
some noise, a decoder and a receiver. The sender uses the transmitter to send a message through a 
channel that may contain some noise. The message is then decoded and received by the receiver, which 
can then choose to send feedback back to the sender.  

 

Figure 4: Shannon and Weaver's model of communication. In Shannon (1948). 

In the model’s perception of communication, the sender holds the primary role. The consequence of this 
is that communication is seen as a sender pushing out information, instead of a receiver using the 
information to enhance decision-making. Therefore, more communication will not necessarily lead to 
more understanding, but could also lead to more confusion. For instance, if the receiver does not 
interpret a message in the way the sender intended, more confusion might arise instead of more clarity. 
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As previously mentioned, some scholars have found that problems with IT-business alignment emerge 
when the business and IT departments are unable to understand each other (Smith et al. 2010) and that 
poor communication tends to be the norm between IT specialists and business line managers (Vermeulen 
& Dankbaar, 2002). When this is the case, it seems paramount for a study on communication to try to 
capture both sides of communication—that is, the information disclosed by the sender as well as the 
understanding gained by the receiver. 

This distinction between the disclosure of information and the understanding created from information 
is commonly referred to as the distinction between communication and transparency. In discussing 
communication and transparency, Heald (2006) writes that it is possible for organizations to be open 
about a document without being transparent to relevant audiences if the information is perceived as 
incoherent. The author argues that the concept of transparency focuses on the receiver’s understanding, 
whereas the concept of communication is focused on the sender. This thought is echoed by Finel & Lord 
(1999), who warn against conflating communication with information used for assessment and decision-
making. As such, the authors argue that research should study the two concepts individually. Wall (1996) 
also argues for a distinction between communication and transparency for the reason that transparency 
is only useful when it enhances understanding and not just increases the flow of information. 

Based on the observation that IT and business languages often differ, the current study is not confined 
to a focus on communication alone. The communication aspect must be included because it is featured 
in the alignment literature, but this research expands the concept to focus on the receiver of the 
information as well. Thus, the research will include the communication concept found in the alignment 
literature, but with the addition of a transparency dimension. As an example of how this affects the 
research project, consider the quantitative measurement of communication. Looking at some of the 
studies that measure communication, the following survey items are commonly used: 

1. The department facilitates communication among all levels and functions. 
2. The department keeps employees informed about how the organization is progressing toward 

its goals. 

These items do not consider how the information is used by the employees, but only that the employees 
are being kept informed. Then, consider some of the items measuring transparency in the study of 
Rawlins (2008a): 

1. The department informs about changes and how they affect me. 
2. The department makes it easy to find the information I need. 
3. The department provides operational information that is relevant for me. 

Here, the focus is on how the information provides value to the receiver of the information, and not only 
the amount of information transmitted. I will attempt to capture transparency and not communication 
in this thesis. This has consequences for the collection and analysis of data. From a qualitative perspective, 
I will not only focus on the disclosure of information, but also how different employees (in different roles) 
value and use this information. From a quantitative perspective, I will use survey items to measure both 
the information disclosed and enhanced understanding, with a basis in existing surveys items such as 
those used by Rawlins (2008a). 
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4.6 Chapter summary 
The alignment literature is exhaustive and features studies of alignment models, issues, antecedents, and 
correlations to other concepts. In the past, the alignment field has been primarily concerned with formal 
structures, such as governance boards and processes, while recent studies have had a greater focus on 
the informal structure. Communication is a concept that is mentioned frequently in studies on alignment. 
Most often, communication has been found to increase shared domain knowledge and alignment. Based 
on the literature review, a study about communication could contribute to the alignment field. Such a 
study could help validate models such as those of Wagner et al. (2012) and Weiss & Anderson (2004), 
and would pave the way for more studies about the importance of the informal organizational structure. 
Moreover, a study about communication could draw on the insights provided in the alignment literature, 
such as the barriers to achieving alignment and antecedents affecting alignment in different contexts. 
When looking at the concept of communication, however, one issue is that the focus is often placed on 
the sender as the one responsible for communicating, while ignoring the value of the information 
disclosed. Because the relationship between IT and business departments is often marked by language 
barriers, the concept of communication is expanded to include the concept of transparency. 
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5 REVIEWING TRUST THEORY 
The previous chapter mentioned that more in-depth studies and more studies on the informal structure 
have been requested in the alignment field. Moreover, the previous chapter justified and discussed why 
transparency was chosen as a primary research focus. However, the introduction of the thesis stated that 
the aim of the thesis is to explore how communication, trust, and service quality interact from an 
alignment perspective. What is the justification for introducing trust and service quality into the equation? 

When alignment theory was reviewed, it was determined that the most straightforward way to 
contribute to the theory was to study the relationship between transparency and alignment. However, 
this approach was found to have some constraints. For one, the definition of alignment is rather broad 
(see ALIGMENT THEORY for discussion of the definition). An extensive study about the interplay between 
transparency and the alignment concept would be vague, since it would be challenging to say how the 
concepts were related. Does transparency affect the governance part of alignment, the role part of 
alignment, the technological part of alignment, or does it affect the sharing of visions and goals? To take 
advantage of the possibility to perform an extensive case study, a more specific relationship was required. 
Here, it was decided that the relationship between transparency and trust would be a far more 
interesting focus.  

Trust is mentioned in several of the alignment articles identified and it is included as one of the 
dimensions of alignment (Luftman, 2000). Articles that mention trust from an alignment perspective 
include that of Wagner et al. (2012), who argue that the level of trust influences the organizational 
communication mechanisms, and that the level of communication influences operational alignment. 
Furthermore, van de Hooff (2012) argues that influence and mutual trust shape a common set of goals 
and values that affect alignment, and Huang et al. (2007) argue that “softer” concepts such as trust can 
influence alignment more so than the effects of processes and roles. Trust is important from an alignment 
perspective because the occurrence of frequent interactions between IT and business departments 
require special care in order to establish a level of trust that facilitates communication (Greenberg et al., 
2007), and such communication can significantly increase the level of alignment (Nelson et al., 1996).  

By centering this thesis on the relationship between communication and trust, not only correlation but 
also causality could be investigated. A focus on trust also mirrors the shift occurring in the alignment field. 
Authors such as van de Hooff (2012), Benbasat (2000), and Chen (2002) have mentioned that researchers 
should investigate the notion of trust because more research is required on the subject. By investigating 
the relationship between transparency and trust, this study contributes to the alignment field, for 
instance, by validating parts of the models proposed by Wagner et al. (2012) and van de Hooff (2012). 
The decision to include trust positions this study in both the alignment field and the trust field, with 
alignment theory as the main theory used. A concern in choosing this path, however, is that both 
transparency and trust can be seen as independent variables. Having a designated dependent variable 
that outlines the specific value from increasing transparency or trust can provide useful to tell about the 
value of the study, and to help generalize the findings.  

To address this issue, the concept of service quality was included as a dependent variable. The primary 
focus in the thesis therefore remains the interaction between transparency and trust, but with the 
inclusion of the service quality concept. The question is, then, what dimensions of trust exist, and what 
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the literature says about the relationship between trust and transparency. The answer to this question 
will be provided in the following chapter, after the review methodology has been discussed. 

5.1 Performing the review 
As mentioned in the previous chapter, very little has been written about trust in the alignment field, even 
if the concept has been related to alignment on numerous occasions. As a result, I needed to look outside 
the alignment field for more information regarding the definition and real-life examples of trust. What I 
found was that trust figured into several different fields, such as public administration, management, 
sociology, psychology, and economics. Furthermore, I noticed that most recent definitions of trust were 
multi-disciplinary. Because of this, I emphasized multi-disciplinary studies of trust in the review. 

Similar to the review of alignment theory, I used the review method suggested by Webster et al. (2002) 
to perform the literature review of trust. The following steps were taken: 

1. Start by identifying major contributions in leading journals using keyword searches for the primary 
concept.  

2. Go backwards by reviewing the citations for the articles identified in Step 1 to identify prior articles. 
3. Go forward by identifying articles citing the key articles found in the previous steps. Determine 

which of these articles should be included in the review. 

The usual stop criteria for this method are met when no new concepts are found in the pool of articles 
and books collected. However, because I wanted to focus on the relationship between trust and 
communication only, I used a different stop criterion. I ended the literature search when no new 
definitions of trust were found, and when I could not find more information about the link between trust 
and communication. 

5.2 Selecting the journals 
To collect sources, I started by determining the following boundaries for the review: 

� The unit of analysis was at the organizational level and the personal level. Both levels were 
included in the review because most trust articles argue that the amount of organizational trust 
is related to the amount of personal trust between organizational departments. 

� Only sources that contain either a definition of trust or information on the relationship 
between trust and communication were included. 

With these boundaries clarified, the next step was to identify the major journals in the trust literature. 
Because of my little knowledge of journals outside the IS/IT discipline, I used the impact score of the 
journals for sorting purposes. The impact score was found using Thomas Reuters Web of Science. 

5.3 Searching for articles 
The databases used to discover relevant articles were Escohost, Web of Science, and Google Scholar. 
These databases were chosen because they had the most archived journals and were cross-database 
sites. Web of Science was particularly interesting because it featured the possibility of “mapping” the 
citations of articles backwards and forwards. The keywords used in the search were “trust AND 
(communication OR transparency),” “trust AND definition,” and just “trust.” The start condition was to 
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gather around 20 articles of interest. Through the search conducted, the articles in Table 7 were identified. 
For the full information on each article, see the chapter REFERENCES. 

Table 7: First pool of articles about trust and communication 

Year Author(s) Title 

2010 Kramer, R. M., & Lewicki, R. J.  
 

Repairing and Enhancing Trust: Approaches to Reducing 
Organizational Trust Deficits. 

2010 Six, F., & Skinner, D. 
 

Managing trust and trouble in interpersonal work relationships: 
evidence from two Dutch organizations 

2009 Dirks, K. T., Lewicki, R., & 
Zaheer, A. 

Repairing relationships within and between organizations: building a 
conceptual foundation 

2008 Six, F., & Sorge, A. Creating a High-Trust Organization: An Exploration into 
Organizational Policies that Stimulate Interpersonal Trust Building. 

2007 Cristina Costa, A., & Bijlsma-
Frankema, K. 

Trust and Control Interrelations: New Perspectives on the Trust 
Control Nexus 

2007 Schoorman, F. D., Mayer, R. C., 
& Davis, J. H. 

An Integrative Model of Organizational Trust: Past, Present and 
Future 

2007 Seppänen, R., Blomqvist, K., & 
Sundqvist, S. 

Measuring inter-organizational trust—a critical review of the 
empirical research in 1990–2003 

2006 Dietz, G., & Hartog, D. N. Measuring trust inside organizations 

2005 Mayer, R. C., & Gavin, M. B Trust in Management and Performance: Who minds the Shop while 
the Employees Watch the Boss? 

2004 Inkpen, A. C. & Currall, S. C. The Coevolution of Trust , Control , and Learning in Joint Ventures 

2001 Das, T. K., & Teng, B.-S. 

 

Trust, Control, and Risk in Strategic Alliances: An Integrated 
Framework 

2001 McKnight, D. H., & Chervany, 
N. L. 

Trust and Distrust Definitions : One Bite at a Time 

2001 Mollering, G. 

 

The Nature of Trust: From Georg Simmel to a Theory of Expectation, 
Interpretation and Suspension 

1998 Lewicki, R. J., McAllister, D. J., 
& Bies, R. J. 

 

Trust and Distrust: New Relationships and Realities 
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1998 Rousseau, D. M., Sitkin, S. B., 
Burt, R. S., & Camerer, C. 

Not so Different after All: A Cross-Discipline view of trust. 

1998 Zaheer, A., Mcevily, B., 
Perrone, V., & Barney, J. B. 

Does of Trust Matter? Exploring the Effects of Interorganizational 
and Interpersonal Trust on Performance 

1996 Nooteboom, B. Trust, Opportunism and Governance: A Process and Control Model 

1995 Mayer, R. C., Davis, J. H., & 
Schoorman, F. D.  

An integrative Model of Organizational Trust 

1995 McAllister, Daniel J. Affect- and Cognition-Based Trust As Foundations for Interpersonal 
Cooperation in Organizations 

1972 Zand, D. E. Trust and Managerial Problem Solving. 

 
Thereafter, the task was to expand the selection by going forward and backwards based on the 20 articles 
identified. When going back, an article was included in the article pool if the topic of the article was inside 
the boundaries specified and the journal had a sufficiently high impact score. When going forward, an 
article was included in the article pool if the topic was relevant and the article had an impact score higher 
than 2.0. 

After 56 articles were added to the article pool, the literature search was terminated when no new 
concepts emerged and the same set of articles was found at each new forward and backwards search. 
The final article pool therefore featured 56 articles. 

5.4 Writing the review 
The approach taken to organize the review was based on the aim of studying the relationship between 
transparency and trust. The focus in the trust review was therefore to 1) provide a formal definition of 
trust that could be used in subsequent quantitative research designs, and 2) provide information on the 
relationship between trust and transparency. The first aim was achieved by reviewing and comparing 
each definition of trust to identify a consensus. To find the most prominent definition of trust, the articles 
were sorted by citation count. This procedure included a review of established models of trust. The 
second aim, to tell about the relationship between transparency and trust, was achieved by selecting 
articles in the trust field that featured the concept of communication or transparency. The knowledge in 
these articles was then analyzed and discussed. 
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6 TRUST THEORY 
This chapter will review the definitions of trust found in the literature, and discuss the different 
dimensions of trust. Moreover, the chapter will feature a discussion of the relationship between trust 
and transparency, as these concepts are central to the thesis. 

6.1 Terminology 
During the literature review, I frequently encountered the terms trustor and trustee, which will be used 
in this chapter. A trustor is someone who has chosen to trust another entity. A trustee can refer to any 
person who holds property, authority, or a position of trust or responsibility for the benefit of another 
person6.  

6.2 Trust dimensions 
Scholars from different disciplines have attempted to adopt a multidisciplinary view on trust, as a reaction 
to the lack of agreement on a definition of the concept. These multidisciplinary views emphasize 
discrepancies that exist between the disciplines and those assumptions that are generally accepted. 
Three often-cited multidisciplinary perspectives on trust are from McKnight et al. (2001), Rousseau et al. 
(1998) and Mayer et al. (1995). These sources will be used as starting points in this review. 

In an article from 2001, McKnight et al. found that most research on trust could be classified according 
to referent and conceptual type. The referent is typically the characteristics of the trustee, for example, 
goodwill, honesty, morality, expertness, and caring. Conceptual type includes attitude, intention, belief, 
expectancy, behaviors, and disposition. The reasons for disagreement on the definition of trust have been 
ascribed to the different worldviews held by different disciplines. As McKnight et al. (2001) argue: "Based 
on the differences among their definition of trust, it appears that psychologists analyzed the personality 
side, sociologists interviewed the social structural side, and economists calculated the relational choice 
side of the trust elephant." Notwithstanding these differences, some authors have described a high-level 
multidisciplinary concept. McKnight et al. (2001) found that the different views in the trust literature 
could be classified according to 1) disposition to trust, 2) institutional trust, 3) trusting beliefs, 4) trusting 
intentions, and 5) trust related behavior. These trust constructs are illustrated in Figure 5 and described 
in the following section. 

                                                           
6 Definition is from: http://en.wikipedia.org/wiki/Trustee 
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Figure 5: Interdisciplinary model of trust constructs (McKnight et al., 2001) 

Disposition to trust & institutions based trust 
Disposition to trust, also denoted by other scholars as propensity to trust (Meyer et al., 1995), refers to 
"the extent to which one displays consistent tendency to be willing to depend on general others across a 
broad spectrum of situations and persons" (McKnight et al., 2001). Disposition to trust is not directed 
towards a particular individual, but rather towards all new encounters that will be experienced in the 
future. This can be understood as a trust memory based on previous encounters. Institutional trust 
descends from the sociology tradition and refers to "the feeling of relative security, that favorable 
conditions are in place that are conducive to situational success in a risky endeavor or aspect of one's 
life" (McKnight et al., 2001). 

Institutional trust is trust based on structures, situations, or roles that provide assurance. For instance, 
rigorous auditing rules combined with severe punishment for failing to comply with such rules may make 
information more trustworthy. Institutional trust is directed towards impersonal objects, such as auditing 
and rules. 

Trusting beliefs 
Trusting beliefs refers to “the extent to which one believes, with feelings of relative security, that the 
other person has characteristics beneficial to one” (McKnight et al., 2001). Many attributes have been 
ascribed to the trustworthiness of a person, such as loyalty, skill, competence, expertness, and honesty. 
In contemporary literature on trust, there is agreement (Rawlins, 2008a) that these attributes can be 
collapsed into competencies, integrity, and benevolence (McKnight et al., 2001; Rousseau et al., 1998; 
Mayer, 1995), with slightly different meanings depending on the context. Trusting beliefs means believing 
in others based on different attributes and is one of the most emphasized aspects of trust in the literature. 
Note the difference between integrity based trust and competence-based trust. If a person does not trust 
the integrity of another person, this will affects the former’s trust in every situation dealing with that 
other person. For the competence part, this only applies to specific situations. In other words, I might 
trust someone to babysit my children, for example, but not trust them to hit a home run in a baseball 
game.  
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Trusting intentions 
Trusting intentions means that "one is willing to depend, or intends to depend, on the other party with a 
feeling of relative security, in spite of lack of control over that party, and even though negative 
consequences are possible" (McKnight et al., 2001). Trusting intentions encompasses a willingness to be 
vulnerable to the actions of others, without the ability to deliberately control these actions. Thus, this 
term describes an assessment of whether one intends to trust, but not that one becomes vulnerable to 
the actions of others. Trusting intentions is not associated with risk, because no action is taken. Lastly, 
trust-related behavior is the outcome of the four preceding aspects of trust shown in Figure 5 and 
denotes that "a person voluntarily … depends on another person with a feeling of relative security even 
though negative consequences are possible" (Rousseau et al., 1998). Mayer et al. (1995) refer to this as 
the "behavioral manifestation of the willingness to be vulnerable." 

Trusting behavior 
Combined, disposition to trust, trusting beliefs, and trusting intentions make up the definition of trust of 
McKnight et al. (2001). Based on the disposition to trust held by the trustor, structures, situations and 
roles, and the trustworthiness of the trustee (integrity, competence and benevolence), the trustor can 
intend to become vulnerable to the actions of the trustee without the ability to control him, and may 
take the risk of doing so, resulting in trusting behavior and risk taking. In the trust model described, the 
crucial element is the willingness to become vulnerable. Johnson-George and Swap (1982), who wrote 
about trust from a psychological point of view, found that the willingness to take risks might be one of 
the few characteristics common to all trust situations. An implication of this finding is that trust is only 
needed when there is neither total knowledge nor total uncertainty. If total knowledge is present and all 
is known, there is full certainty and no risk. If total uncertainty is present, then "there is no basis upon 
which to rationally trust" (McAllister, 1995). Available knowledge and good reasons serve as foundations 
for trust decisions, and are the platform people use to make leaps of faith (Luhmann, 2000; Simmel, 
1964)7. In the model constructed by Mayer et al. (1995), which has several resemblances to the above 
model of trust, vulnerability is also a crucial element. This model is illustrated in Figure 6. 

                                                           
7 References from McAllister (1995). 
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Figure 6: Model of trust by Mayer et al. (1995) 

The model in Figure 6 encompasses perceived trustworthiness of the trustee, which is constituted by 
integrity, competence, and benevolence. These factors are similar to McKnight’s et al. trusting beliefs. 
The trustor’s propensity to trust is also similar to McKnight’s et al. disposition to trust. Comparing the 
two models reveals that the only difference is McKnight’s et al. inclusion of institutional factors, which 
Mayer et al. (1995) omit.  

In summary, trust is segmented into three primary dimensions: competence, integrity, and benevolence; 
trust requires some kind of perceived risk and uncertainty; and trust can entail trusting 
behavior/outcomes based on the different factors. Moreover, it is safe to say that trust takes place in the 
mind of the trustor, which differentiates the concept from transparency. Transparency is about 
communication and disclosed documents, whereas trust is about the experiences and opinions in the 
minds of employees and people in general. 

6.3 Definition of trust 
Before exploring the relationship between transparency and trust, a review of some of the definitions of 
trust are provided. The purpose of this review is to identify how trust can be measured in the quantitative 
part of the thesis. The definitions of trust, as found in the literature, are listed in Table 8. 

Table 8: Definition of trust 

Source Definition 

Mayer et al. (1995) The willingness of a party to be vulnerable to the actions of another party based on 
the expectation that the other will perform a particular action important to the 
trustor, irrespective of the ability to monitor or control that other party. 

Lewis & Weigert 
(1985) 

Undertaking a risky course of action on the confident expectation that all persons 
involved in the action will act competently and dutifully. 
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Robinson (1996) A person’s “expectations, assumptions, or beliefs about the likelihood that another’s 
future actions will be beneficial, favorable, or at least not detrimental to one’s 
interests.” 

Barber (1983) A set of “socially learned and socially confirmed expectations that people have of 
each other, of the organizations and institutions in which they live, and of the natural 
and moral social orders that set the fundamental understandings for their lives.” 

Dasgupta (2000) Trust is associated with expectations regarding the other’s choice of actions that 
have a bearing on one’s own choice of action. Such expectations may have a strong 
or weak basis, ranging from assurance through objective facts and logical reasons, 
belief, which is less firmly based on experience and argument, to unsubstantiated 
faith. 

Nooteboom (1996) X trusts Y to the extent that X chooses to cooperate with Y on the basis of a 
subjective probability that Y will choose not to employ opportunities for defection 
that X considers damaging, even if it is in the interests of Y to do so. The 
trustworthiness of Y depends on Y’s true propensity to employ those opportunities. 

 
Common to most of these definitions is the concept of vulnerability and expectations. Trust carries 
vulnerability because trust includes a choice (Nooteboom, 1996), uncertainty and a dependency. If full 
certainty is present, then trust is simply not required. Since trust is a choice, a reason must exist for 
making a choice that reflects that the trustor expects an important or favorable action from the trustee 
(Robinson, 1996). This expectation can have a weak or strong basis (Dasgupta, 2000), and concerns the 
trustee’s trustworthiness factors (Mayer et al., 1995). These factors include integrity, benevolence, 
competence, and previous encounters with the trustor. These encounters can be relational encounters 
with the trustee or with others, and can influence the trustor’s propensity or disposition to trust. 

Based on the definitions of trust found in the literature, the following definition of trust is used in this 
thesis: 

The willingness of a party to be vulnerable to the actions of another party based on the 
expectation that the other will perform a particular action important to the trustor, irrespective 
of the ability to monitor or control that other party. The act of trusting always entails an 
acceptance of risk because of uncertainty. 

This definition is compatible with McKnight’s et al. (2001) trust model, which includes the trustor's 
propensity to trust and identifies the trustworthiness factors of integrity, benevolence, and competence. 
This segmentation of trust into competence-based, integrity-based, and benevolence-based trust will be 
adopted in this thesis. 

6.4 Trust and transparency 
The purpose of this section is to discuss how transparency and trust are related, with a basis in articles 
from the trust literature. This is different from the previous chapter, which viewed how transparency and 
alignment were related within the alignment literature. Because trust is assumed to be part of the 
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definition of alignment (Luftman, 2000), the previous chapter and this one both elaborate on the 
relationship between transparency and trust, but from two differing perspectives. Of course, the findings 
from the alignment section cannot be taken for granted, since they are about alignment and transparency, 
and not about transparency and trust. Still, the alignment insights can be used in combination with the 
trust insights to form propositions, since the informal structure seems to have a significant influence 
alignment. In the text below, I used an author-centric categorization of the topics and articles, as I found 
this approach to better emphasize the viewpoints of the authors. 

Trust and transparency inside the organizational boundaries 
At an overall level, Wong, Then & Skitmore (2000) performed a comprehensive review of the literature 
on trust to identify its primary antecedents. The authors report three main antecedents related to trust 
building: 1) achieving results; 2) acting with integrity and demonstrating concern; and 3) honest 
communications. The authors argue that sustaining an appropriate level of trust requires the “judicious 
balancing of the three antecedents – even when they come into conflict with each other.” It is, however, 
not an easy task to find such a balance, because many interactions between IT and business are not 
reoccurring. Swift and fragile trust can emerge and just as easily disappear. Without proper mechanisms, 
or face-to-face meetings, special care is required to establish a level of trust that facilitates 
communication and alignment (Greenberg et al., 2007). 

On a more specific level, Rawlins (2008a; 2008b) studied the relationship between transparency and trust 
in details. The author found strong empirical evidence that the concepts of trust and transparency are 
positively related. The three components of trust (competence, integrity, and goodwill) were found to be 
positively correlated with three identified components of transparency, namely participation, substantial 
information, and accountability. Certain components of transparency were found to have a stronger 
explanatory power in predicting the relationship between trust and transparency. Sharing information 
that was found to be useful and that made the organization accountable were the transparency 
component with the highest explanatory power. Sharing substantial information was the most important 
transparency component in evaluating competence. When evaluating the integrity of an organization, 
the transparency components of accountability and sharing substantial information were found to be 
most important. Similar results were achieved in another study in 2008, also by Rawlins (Rawlins, 2008b). 

A study similar to that of Rawlins was performed by Six (2005). The author reviewed the literature on the 
activities associated with trust building and found four overall categories that had a positive effect on 
trust. These areas were 1) being open, 2) sharing influence, 3) delegating work, and 4) managing mutual 
expectations. To investigate these activities in more detail, two organizations with low and high trust 
were studied. The results of the study can be found in Table 9. The numbers in column two and three 
show the average rating of the actions specified in the first column. The maximum value was five and the 
minimum value was one.  

Table 9: Trust building actions explored by Six (2005) with their mean and T-value 

Action High trust org. Low trust org. T-value 

Pay a compliment at a public meeting 4 3,12 5,17 
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Give positive feedback at a private meeting 4,19 3,29 5,01 

Clarify general expectations early on in a new relationship 3,96 3,03 4,52 

Process and evaluate your cooperation at regular intervals  3,67 2,83 3,92 

Reveal and settle differences in expectations 3,65 2,98 3,59 

Explore expectations in detail 3,7 3,12 2,64 

Be open and direct about task problems 3,85 3,51 2,04 

Seek the counsel of others 3,89 3,61 1,68 

Be honest about your motives 3,67 2,33 1,67 

Disclose information in an accurate and timely fashion 3,56 3,48 0,44 

 
The information in Table 9 shows that disclosing information in an accurate and timely fashion does not 
differ significantly between high and low trust organizations, but being honest about motives and open 
about task problems does. In addition, actions such as clarifying expectations do differ greatly, implying 
that expectation matching might have a significant impact on trust building. One insight gained from the 
study is that the sharing information alone is not sufficient to build trust. 

On a similar level but with a different focus, Wakefield et al. (2010) investigated the relation between 
transparency and trust within a large organization, with an emphasis on the limitations of transparency. 
During the study, three limitations of transparency were identified: 

� Transparency is not the same thing as truth. All the interviewees agreed that the primary 
objective of transparency should be to get at the truth. They also agreed, however, that 
transparency could reveal facts to a greater extent than it reveals truth. The problem with 
transparency is that each statement can be a fact, but collectively do not convey the truth. The 
danger is that some might take transparency for truth, when in fact, it is only facts. 

� Transparency—when it provides information that is incomplete or out of context—can 
diminish, rather than improve, understanding and effectiveness. Some professionals felt that 
information offered in the name of transparency, particularly when overwhelming and under-
explained, served to obfuscate rather than clarify issues and facts. When presented with a 
plethora of information, persons may decide that it is all they need and work directly toward a 
conclusion that may turn out to be inaccurate. 

� An attitude of authenticity is more important than an act of transparency. Technical compliance 
with transparency (e.g., producing large volumes of un-contextualized documents in response 
to a request for information) is not helpful in establishing long-term trust with stakeholders. In 
such cases, the act of communicating may leave the stakeholders feeling that their needs 
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weren‘t considered at all. Consequently, while the approach might have been very transparent, 
it was not at all authentic and authenticity counts the most when trying to build trust. The key 
to achieving authenticity is not only to talk, but also to listen—and then adjust when 
appropriate. The power of authenticity lies in the fact that the communicator listens to 
feedback from stakeholders—and then demonstrates to those stakeholders that what they said 
matters.  

The study by Wakefield et al. (2010) contains some interesting insights. One of the key insights is that 
being transparent, in itself, does not create trust, at least not in all circumstances. If an organization is 
transparent about its poor performance without doing something about it, the transparency will not 
create trust, because “the key to achieving authenticity is not only to talk, but also to listen—and then 
adjust when appropriate” (Wakefield et al., 2010). 

Some of the studies identified in the review also looked at the mechanisms for how trust and 
transparency are related, as opposed to only establishing correlations between the concepts. One such 
study is the work by Nelson et al. (1996), who found that shared domain knowledge mediates the 
relationship between trust and IT performance. The sharing of information leads to enhanced technical 
knowledge, which leads to a more complete understanding and appreciation of the other party’s reality. 
As Nelson et al. (1996) argue, “shared knowledge plays a mediating role in the achievement of IS group 
performance through mutual trust and influence.”  

This point is also found in a study by Akkermans et al. (2004), who investigated how one moves from 
limited information sharing to full transparency and how this affects the level of trust. The authors found 
that information sharing and trust are related, yet unlike other studies, they take their investigation one-
step further. Using an action-research method, the authors track the performance, trust, transparency, 
and decision-making of several large projects over a period. Several insights were gained from the study: 

� If performance is low, trust and transparency remain low. If this vicious cycle is somehow 
broken and trust and transparency start to increase, an upward spiral over steadily improving 
performance can be achieved. 

� Even if significant amounts of data were exchanged between the parties, the level of trust that 
existed between the parties remained relatively low. One of the root causes for this lack of 
trust was a lack of understanding for each other’s planning and business processes. 

� To increase trust, the information shared needs to be on a high level. This higher level of 
transparency included topics such as how the parties planned, who was involved in the 
planning, and so forth. This kind of information created a common domain knowledge across 
departments. 

� Creating an atmosphere where transparency can be achieved requires significant effort: 
breaking the vicious cycle is not easy, and organizations can easily succumb within an 
environment that is pervaded by a lack of trust and transparency. 

The study by Akkermans et al. (2004) points to the important of disclosing information that can be 
easily understood and is relevant for the other party. Looking at the quality versus the quantity of 
information, Thomas et al. (2009) found that communication matters the most for top management 
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and supervisors, and less so for coworkers. The authors found that the relationship between quality of 
information, quantity of information and trust was insignificant for coworkers, significant for 
supervisors with regard to the quality of information and significant for top management regarding 
both quality and quantity of information. In all three cases, quality, and not quantity, best predicted 
trust. Trust was closely tied to perceptions of organizational openness, which in turn predicted 
employee involvement (Thomas et al., 2009). 

Regarding transparency behaviors that create and maintain trust, Abrams et al. (2003) found several 
actions that could be performed. These actions were based on interviews and were not tested in the field. 
The behaviors are presented in the table below. 

Table 10: Selection of trusting behaviors from Abrams et al. (2003) 

Behavior Description 

Be consistent between word 
and deed 

When people do not say one thing and do another, 

they are perceived as being both caring about others and competent 
enough to follow through 

Ensure frequent and rich 
communication 

Frequent, close interactions typically lead to positive feelings of caring 
about each other and an improved understanding of each other’s 
expertise. 

Engage in collaborative 

communication 

People are more willing to trust someone who shows a willingness to listen 
and share, i.e., to get involved and talk things through. In contrast, people 
are wary of someone who seems closed and will only answer clear-cut 
questions or discuss complete solutions. 

Establish and ensure shared 
vision and language 

People who have similar goals and who think alike find it easier to form a 
closer bond and to understand one another’s communications and 
expertise. 

Disclose your expertise and 
limitations 

Being candid about your limitations gives people confidence that they can 
trust what you say are your strengths. If you claim to know everything, 
then no one is sure when to believe you. 

 

While the behaviors in the above table have not been tested and are characterized by personal opinion, 
they outline different areas where transparency can have an effect on trust. These areas include 
consistently between shared information and actions, establishing a shared vision, and disclosing 
limitations as well as expertise. 

Trust and transparency across organizational boundaries 
Whereas Abrams et al.’s (2003) review is centered on trust and transparency inside the organization, the 
following articles explore the relationship between transparency and trust between an 
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organization/government and its customers/citizens. The insights from these articles were found to be 
relevant, even if the context differs slightly from that of this thesis. 

The first interesting article is by Kang and Hustvedt (2013), who found a positive relationship between 
consumers’ perceptions of a corporation’s efforts to be transparent and the level of trust. It was not the 
amount of disclosed information that mattered, but the initiative taken to disclose information in the 
first place. This finding is in contrast to that of Dando & Swift (2003), who found that “the current upward 
trend in levels of disclosure of social, ethical, and environmental performance by corporations and other 
organizations is not being accompanied by simultaneously greater levels of public trust.” Dando & Swift 
(2003) explain this finding via the low level of confidence in the information communicated via public 
reporting. In other words, if trust in what is communicated is lacking, transparency does not build trust 
because the information will be perceived in a skeptical light.  

Another argument identified in several of the articles on transparency and trust is that the mediating 
factor in the relationship is factual knowledge about government performance. A study by Mason & 
Hillenbrand (2013) supports this argument, as the authors found that being informed of performance 
data affected citizens’ trust significantly. Respondents, who initially perceived the governments’ 
performance to be poor, expressed the greatest degree of change in trust, while those who had the best 
initial opinion of the governments’ performance registered the smallest degree of change. One article 
that rejects the argument is that of Grimmelikhuijsen (2012), who found that the interaction between 
transparency and performance outcomes did not have a significant effect. Even if a negative outcome 
was presented to citizens, this did not negatively affect their trust. The author concludes that more 
research regarding the relationship is required to better account for the different factors affecting it. 

In summary, most of the studies were positive about the relationship between transparency and trust. A 
general trend, however, was that information did not, by itself, build trust. Factors such as authenticity, 
relevance, performance outcomes, expectations, shared domain knowledge, and acting on the 
information disclosed all seemed to have an effect in the relatiosnh in the relationship. Moreover, trust 
is not just trust. Competence-based trust and integrity-based trust seem to be affected differently by 
transparency, for instance, when looking at the quality versus the quantity of the information shared. 

6.5 Trust and service quality 
One problem with the focus on transparency and trust, as mentioned previously, is that both concepts 
can be seen as independent variables. Some studies propose that trust is related to transparency, and 
some studies propose that transparency is related to trust. To provide more substance to my findings 
and the subsequent generalization, I have included the concept of service quality.  

Service quality is often defined as the consumer’s judgment about an entity’s overall excellence or 
superiority (Zeithaml, 1987). Service quality is sometimes measured as a comparison of expectations and 
perceptions of performance (Parasuraman et al., 1988), although this comparison is debated in the 
literature. In recent years, several studies have shown that service quality is best measured using 
performance items only (e.g., Lewlyn, 2013). In the service quality literature, these dimensions include 
credibility, responsiveness, security, and understanding customers. Parasuraman et al. developed a 
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survey containing a set of items in 1988 for measuring service quality that has been used and tested in 
numerous studies. This survey used five dimensions of service quality, which are displayed in Table 11. 

Table 11: Dimensions of service quality 

Dimension Description 

Tangibles Physical facilities, equipment, and appearance of personnel. 

Reliability Ability to perform the promised services dependably and accurately 

Responsiveness Willingness to help customers and provide prompt service 

Assurance Knowledge and courtesy of employees and their ability to inspire trust and confidence 

Empathy Caring, individualized attention that the firm provides its customers. 

 

The five dimensions were developed based on factor analysis. This means that the factors encompass 
other dimensions such as credibility and security. Based on these items, service quality is defined as: 

The consumer’s judgment of an organization’s overall performance according to reliability, 
responsiveness, assurance, tangibles, and empathy expressed as an attitude. 

Parasuman et al. (1988) also identifies five gaps that can explain why service quality is not adequate in 
an organization. These gaps are 1) different expectations between the consumer and management, 2) 
difference between management perception and service quality specification, 3) difference between 
service quality specification and service delivery, 4) difference between service delivery and external 
communication, and 5) difference between expected service and experienced service. When looking at 
the gaps, it becomes clear that service quality and trust are similar in some respects. This claim is 
supported by several studies that have found a strong correlation between the reliability, responsiveness, 
and assurance dimensions of service quality and the concept trust (e.g. Chang et al., 2013). The inclusion 
of service quality provides a means to take findings about the relationship between transparency and 
trust, and generalize them (as the data allows) to other contexts.  

6.6 Chapter summary 
When reviewing the trust literature, it became clear that much time has been spent on defining the 
concept of trust. Unlike communication, and in part, transparency, which is easier to grasp, trust does 
not exist in messages and documents. Trust takes place in the mind of the trustor and is based on beliefs 
and intentions that can entail trust-related behavior. Trusting someone carries uncertainty and 
vulnerability, which are concepts that are far from those used in the alignment literature. The link 
between trust and transparency is interesting because several insights have been gained in the trust field, 
yet the area is still considered to be under-investigated (Garsten et al., 2008; Park et al., 2011), mainly 
because information is lacking on how the concepts are related. It is evident from the articles on 
transparency and trust that merely sharing information is not enough to create trust. Factors such as 
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authenticity, relevance, shared domain knowledge, and acting on the information all influence the 
relationship, and thus need to be considered in this thesis. This will be done in the next chapter. 
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7 FRAMEWORK & PROPOSITIONS 
Thus far, I have reviewed the theory of alignment, the theory of trust, and have argued that the link 
between transparency and trust is relevant to investigate from an alignment perspective. It is currently 
unclear how transparency and trust are related with regards to alignment, due to the paucity of studies 
that go beyond survey instruments to explore this relationship in detail. As Thomas et al. (2009) state: 
“While a number of researchers have studied the relationship of trust and transparency, little is known 
about the specific linkages among quality of information, quantity of information, openness, trust, and 
outcomes…”. This chapter will synthesize the current knowledge on this topic and provide a set of 
hypotheses that can be used to generate knowledge about the conceptual relationship between trust 
and transparency. 

7.1 Terminology 
In this chapter, the term proposition will be used to define a proposed link between two concepts in a 
situation, where the link cannot be verified by an experiment. As such, a proposition relies on prior 
research, assumptions, and interpretation. A proposition can be used to guide research and ultimately 
be used to create testable hypotheses, yet cannot itself be tested. The term researched is used to indicate 
that I will look into the proposition and test its validity. Furthermore, I define a hypothesis as an educated 
guess that can be tested using statistical analysis. Both a proposition and a hypothesis attempt to explain 
relationships or associations between concepts. 

7.2 Synthesis of current knowledge 
The two chapters ALIGMENT THEORY and TRUST THEORY each contained insights about the relationship 
between transparency and trust. As these insights were extensive, the beginning of this chapter will 
attempt to synthesize the insights and form a common understanding. This understanding will then be 
used to create a transparency-trust framework. To aid in the syntheses, the main insights from the two 
chapters were combined in a table that can be found in APPENDIX K. 

From the syntheses, it is evident that most of the work on the trust and alignment theories has found 
that transparency and trust are correlated in some way. The most frequent explanation for the 
correlation is that transparency increases shared domain knowledge or shared vision. When the parties 
in a relationship learn about the other’s domain, they are able to understanding each other’s work, 
constraints, and possibilities. With this knowledge, they are more likely to build and maintain a trusting 
relationship because they can better adapt to and support each other. Exactly how information leads to 
shared domain knowledge has only been vaguely described.  

Besides the creation of shared knowledge, some authors emphasize the communication of performance 
outcomes. The argument is that when an organization shares information about itself, it renders itself 
open to control, and receivers of the information can gain a more accurate picture of the organization 
than if they had to estimate the performance themselves. Whether the actual performance of the 
organization matters is debated, and the research findings are conflicting. Some scholars have found that 
only performance that exceeds expectations builds trust, whereas other have found that it is the initiative 
to disclose information in the first place that builds trust. Some have even found that the disclosure of 
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inferior performance outcomes can lower trust because it “reinforces people’s worst fears” (Mason & 
Hillenbrand, 2013). 

Some authors argue that expectation matching mediates the relationship between transparency and 
trust. The argument is almost the same as the argument for shared domain knowledge. If the parties in 
the relationship understand the other party’s normative expectations (what should be expected 
considering their environment, complexity, and constraints), they are more likely to build a trusting 
relationship because they can use this information when collaborating and interacting with one other. 
Predictive expectations are also emphasized, for instance by Wagner et al. (2012), but not nearly as much 
as the importance of aligning normative expectations. 

Lastly, several factors were found to have an effect on the relationship between transparency and trust. 
These factors are acting on the information shared; showing consistency between actions and disclosed 
information; current gaps in understanding; introverted employees; separate IT and business languages; 
organizational complexity; IT failures; and mistrust in the information. Mistrust in the information was 
found to be especially important. If the parties do not find the information honest, the information will 
have little or a negative effect on trust and probably other factors. 

To provide a better overview of the synthesized knowledge, the insights gained were plotted into a graph, 
with transparency and trust as the two axes. The graph shows what might account for a situation where, 
for example, trust is low but transparency and high, or the opposite, where trust is high but transparency 
is low. The graph is presented below. 
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Figure 7: Transparency/trust relationship model 

Figure 7 suggests that if transparency and trust are both high, the organization is in a situation where the 
different domains are understood, where performance can be adequately perceived, where expectations 
are clear and understood, and where the departments makes themselves open for control. On the other 
hand, if transparency is high but trust is low, another situation is more likely. In that case, information 
might not be trusted, performance is shared but found to be below expectations, there might be a 
difference between what is communicated and what is done, or one or both parties do not want to learn 
about the other’s differences and constraints. 

If transparency and trust are low, the explanation could be that unrealistic normative or predictive 
expectations exist in the relationship (the parties lack shared domain knowledge), that the parties have 
adopted an “us-and-them” perception of the relationship, or that the level of trust is based more on 
rumors and anecdotes than information and statistics. Lastly, if trust is high but transparency is low, it 
points to a relationship where the level of uncertainty is low, where there are few risks and 
interdependencies, and where performance is stable. In such a context, there is no requirement for 
transparency regarding operations or strategies. 

7.3 Forming a theory 
In synthesizing the literature on transparency and trust, and as apparent from Figure 7, it became clear 
that the relationship between transparency and trust is often influenced by a second factor. Akkermans 
et al. (2004) and Wagner et al. (2012) argue that the factor is shared domain knowledge, Mason & 
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Hillenbrand (2013) argue that the factor is performance outcomes, and Day & Six (2006) argue8 that the 
factor is expectation matching. Moreover, the relationship does not seem to be as simple as some studies 
perceive. For instance, Thomas et al. (2009) found that the kind of expectations people have help 
determine what kind of information helps build trust, and Six (2005) found that two organizations that 
were rated as equal in terms of openness and information disclosed varied significantly when comparing 
the level of departmental trust. Because of these findings, I will not argue for an increase in transparency 
in the top-down sense that is advocated for in some parts of alignment theory. Transparency and trust 
seem to be related, yet transparency does not always build trust, and other concepts seem to enter into 
the equation, such as the ones discussed so far in this chapter. 

An example 
A finding that has been supported by several studies is that transparency seems to have an effect on trust 
when it touches upon the understanding of the other party’s work; when it enhances shared domain 
knowledge or communicates the performance outcomes. However, why is this so? I will provide a 
possible explanation based on the following example: 

Imagine that you are waiting for the train to arrive so you can get to work and attend an important 
meeting. If the train arrives 20 minutes late, and your expectation of a timely arrival is broken, you will 
find the train company more untrustworthy in the future. Your interpretation of why your expectations 
were not fulfilled means that you will doubt that they will be fulfilled in the future. If you had access to 
information about the delay of the train, you could have arrived 20 minutes later. You would still have 
missed your meeting, but the consequences of the train delay could have been mitigated (e.g. you could 
report your delay in advance). The expectation towards the train company would still be broken, but the 
decrease in trust might not be as severe compared to a situation where you were not informed of the 
delay. If the train company disclosed information about delays and explained why the train was late, your 
trust of the company would be a matter of believing the information they provided, rather than drawing 
your own conclusions. You could form an understanding of the circumstances and conditions for 
company (shared domain knowledge), and you could use this knowledge to avoid similar situation in the 
future. 

The example contains three points in the context of transparency and trust: 

� Transparency is most useful when it concern the expectations of the receiver. When you are 
waiting for the train, you do not care whether another train is delayed unless it will have 
consequence for the train you are waiting on. 

� Your trust of the train company is partly based on how well you understand them. If the train 
company is always delayed in the winter because they are not provided with money by the 
government to heat the rails, you could still trust their competences to manage train even 
when they arrive later in snowy weather. In fact, you would properly include the consideration 
in your own planning. 

                                                           
8 For Six, the argument is indirect, yet it is evident from his data and interpretations. 
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� Your trust of the train company is partly based on how well they inform about operations. If the 
train company inform about delays, you as a passenger can better accommodate these delays 
and plan your day accordingly. The consequences of the delays on the level of trust could be 
rendered less because the overall consequence for you as a passenger are reduced. 

In an IT setting, transparency regarding operational expectations such as project delivery time or project 
cost might lead to fewer surprises and fewer unrealistic promises. Transparency about planning and 
performance will lead to an increased mutual understanding of the other party’s world and mindset. In 
other words, transparency in planning will help form the normative 9  and predictive 10  expectations 
between two parties, whereas operational transparency will mitigate the consequences when 
expectations are broken. This talk about normative and predictive expectations are quite far from the 
topics typically covered in the alignment field, yet it is still necessary to include these concepts in order 
to investigate the relationship between transparency and trust in depth. Understanding expectations 
seems to be part of the explanation of how transparency can enhance trust. The train example and the 
above points are quite similar to the argument of scholars such as Six (2005) and Nelson et al. (1996) that 
expectations are important. However, while these scholars argue that expectations are required to build 
a shared domain knowledge, I would argue that both normative and predictive expectations are required 
to build and create trust. It is not enough to understand the other party’s mindset and constraints; you 
also need to alleviate broken expectations when they arise. This is especially important in an IT context, 
where the barriers to achieving alignment include complexity, multiple vendors, and introverted 
employees (Huang et al., 2007). 

Through the literature review, it was found that the relationship between IT and business is often 
pervaded by a lack of transparency and poor collaboration. One explanation provided in the literature is 
that IT and business camps exist, and that IT employees speak in a technical jargon that the business side 
finds difficult to understand. When transparency regarding planning and operations is lacking, this will 
most likely lead to low trust (see Figure 7). If promises are broken because they are made on false 
premises, or expectations exist that are unrealistic or do not consider the constraints of the other party, 
it will hurt the relationship and create a low trust-low transparency vicious cycle, as described by 
Akkermans et al. (2004). The solution seems simple: increase the amount of shared domain knowledge. 
Yet, this might not prove simple if the mindset of the business side is that IT should only accommodate 
the business requirements. In such a case, the business would have no interest in learning about IT. It 
could therefore be argued that changing the mindset of the business side is a major part of using 
transparency to create trust.  

7.4 The framework 
To help analyze the empirical data that was gathered during this project, a framework was constructed. 
The framework includes the central idea of how transparency and trust are related, and the barriers that 
influence the relationship. In the subsequent chapters, the framework is used to understand and 

                                                           
9 Normative expectations can be understood as expectations regarding how things should be. 

10 Predictive expectations can be understood as expectations regarding how things will be. 
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interpret the empirical data gathered from the case organization. The constructed framework, called the 
SP framework (service and planning transparency framework), is displayed in Figure 8. 

 

Figure 8: The constructed SP framework 

The box on the left (Transparency) illustrates a situation where information is disclosed between two or 
more parties. The two boxes in the center (Service and Planning Transparency) illustrate that 
transparency about expectations is proposed to have a positive influence on trust. The box on the right 
(Trust) illustrates that the effect of increasing service and planning transparency can influence 
competence-based trust, integrity-based trust, or benevolence trust, denoted as trust. Lastly, the bottom 
box contains factors identified in the literature that could have a negative impact on the relationship 
between transparency and trust. The content of the framework will be elaborated below. 

Planning transparency 
Clear expectations are required in order to discover and adjust normative and predictive expectations. 
These expectations will vary from person to person and change over time. Clarifying expectations is 
important because formalizing expectations might reveal misalignment between two parties that is 
otherwise not apparent. If predictive expectations are not clear, then normative expectations might act 
as a substitute, which could create mistrust and frustration. The importance of clarifying expectations in 
order to create trust is supported by scholars such as Akkermans et al., Day and Nelson. Clear normative 
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expectations increase shared domain knowledge, where the parties learn about what is possible, what is 
not, and why such constraints exist (Abrams et al., 2003). 

In an IT context, the importance of clarifying expectations can be emphasized by an example. In IT, there 
is often a difference between visualization and implementation. Most business people can quickly 
visualize how they want their application or system to be. A business user might want a new column 
added to SAP11, which would seem very simple, so his normative expectations is that this will take one 
day. Yet, adding this column might break other programs, the database might be protected and thus 
difficult to change, or IT might have to consider how the change fits into their already complex 
architecture. Therefore, the work might take several weeks. If expectations are not clarified, it could 
result in mistrust and frustration because of the difference in performance and expected performance. 

The clarification of expectations includes selecting areas to clarify and prioritize. Employees in different 
business units will have different expectations depending on where they are located and their current 
role in the organization. These expectations will be predictive if the employees have any dependencies 
on the IT department, and normative if they do not. Not every expectation can be clarified, and certainly 
not every expectation can be met. Therefore, IT and business managers must make a choice. Which 
expectations do we accommodate, and which do we ignore? In some cases, the expectations will be 
conflicting. Meeting stakeholders’ demands is not a static process, but rather entail negotiation and 
balancing of expectations. The process is, however, important because it determines how the IT 
department can be congruent with its stakeholders. 

Clarifying expectations build trusts because when expectations are negotiated, both parties can agree on 
what acceptable behavior entails and they can understand each other’s constraints. 

Service transparency 
In an IT setting, stakeholders must be regularly communicated with about expectations. This is 
particularly important when expectations are about to be broken. Unlike the creation of shared domain 
knowledge and clarification of normative expectations, few scholars have written about the importance 
of service transparency. Of the sources identified in the literature review, only Wagner et al. (2012) 
emphasize how communication regarding operations creates alignment and trust. Several arguments can 
be made for the importance of reporting on expectations: 

� The work of the IT department is complex (Thomas et al., 2009) and initial estimates can be far 
from the correct or might change over time. If stakeholders are left in the dark regarding what 
is happening, they will feel deceived and unable to respond to transgressions. If, however, they 
can follow the progress of the project, they can adjust their own expectations according to the 
information. In other words, the consequence of occurrences such as exceeded deadlines, 
budget overflow, or insufficient functionality is reduced.  

� Disclosing information is an act of goodwill and candor. Disclosing information that can be used 
to control you signals that you have nothing to hide, and perhaps more importantly, that you 
know what is going on. Creating accountability and control with oneself is deemed a good 

                                                           
11 A popular Enterprise Resource Planning system 
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counter against accusations of opportunism that can sometimes be present in a misaligned 
relationship. Scholars such as Kang & Hustvedt (2013) even found that the act of becoming 
transparent in itself creates trust. 

� Information about broken expectations can help manage and justify how the stakeholders 
perceive the IT department. For instance, if an IT project is delayed because the business has 
not provided adequate information to begin development, it is impractical for the business to 
think they should trust the IT department less in similar situations. Similar to Figure 7, if 
transparency regarding operations is lacking, the actions of the IT or business department will 
be based on rumors and anecdotes. 

Reporting on progress builds trust because being transparent allows the parties to mitigate the 
consequences of broken promises such as late deliveries and exceeded budgets. The deliveries might still 
be delayed, but the receiver can cancel activities that are dependent on the delivery and inform his 
supervisors or management in due time. Moreover, the receiver can better judge the performance 
instead of guessing why things went wrong. I define communication and reporting on predictive 
expectations as service transparency. 

Barriers 
Besides the two dimensions (service and planning transparency) in the SP framework, the review of the 
literature also revealed several barriers that could affect the relationship between transparency and trust. 
As I have already elaborated on these barriers in the previous chapters, ALIGMENT THEORY and TRUST 
THEORY, I will not go into depth here. The following table presents the barriers included in the SP 
framework. 

Table 12: Barriers for using transparency as a mean to create trust 

Barrier Description Effect  Source 

Separate languages The business side does not 
understand the technical 
language used by IT, or IT does 
not understand the language 
used by the business employees. 

The lack of a proper 
language has a severe 
impact on the 
interpretation of disclosed 
information 

Smith et al. (2010) 



FRAMEWORK & PROPOSITIONS 
 

Page 55/245 

Separate mindsets The business side thinks that IT 
should align itself to business 
requirements without 
considering whether this is 
realistic. Alternatively, IT acts 
reserved and thinks that every 
technical decision is its domain, 
without involving the business 
side. Each party has a different 
perception of how an adequate 
IT-business relationship is 
configured. 

The different mindsets 
mean that the parties do 
not include each other in 
meetings, or that they find 
being open about current 
tasks pointless. 

Vermeulen & 
Dankbaar (2002) 

Coughlan et al. 
(2005) 

Previous IT failures IT has a history of failed projects 
and services.  

The business side is 
reluctant to include IT 
employees in meetings or 
communicate with IT 
because they do not 
respect IT. Furthermore, IT 
might be ashamed to 
disclose information if it is 
“bad” because it would 
just confirm the image of 
IT. 

Benbasat (2000) 

Organizational 
Complexity 
(reliance on third 
parties) 

The IT or business environment 
is complex because it involves a 
host of different vendors, 
systems, or strategies. 

The complexity makes it 
more difficult to 
communicate because IT 
requires more information 
beforehand to understand 
the message 
communicated. 
Furthermore, it puts 
greater requirements on 
the business side to 
understand IT. 

Huang et al. (2007) 

Mistrust in 
information 

Information exchanged between 
IT and the business side is not 
trusted. 

When information is not 
trusted, the information 
cannot contribute to 
performance outcomes or 
a shared domain 
knowledge. It is therefore 
unlikely that such 
information can build 
trust. 

Dando & Swift 
(2003) 
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The barriers listed in Table 12 will be used in the subsequent analysis to interpret the empirical data. 

7.5 Propositions 
To guide this Ph.D. project, a set of propositions were put forward based on a synthesis of the literature 
and the SP framework. The following section will elaborate on these propositions. 

Some of the work covered in the literature review argues that transparency is important for achieving 
alignment. Scholars such as Bassellier & Benbasat (2004) and Day (2007) have found that shared domain 
knowledge originating from transparency is the most important factor in explaining the alignment of IT 
and business strategies, and that such knowledge helps in forming adequate expectations of performance. 
Mason & Hillenbrand (2013) found that information about performance outcomes is important as well. 
Only Wagner et al. (2012) emphasize the notion of operational alignment (service transparency) as 
important in creating trust and alignment. The purpose of the first and second proposition is to study 
whether planning or service transparency has an impact on trust in the case organization. The first 
proposition looks at the importance of a shared domain knowledge, whereas the other proposition looks 
at the effect of operational information. The two propositions are as follows:  

� Proposition 1: If planning transparency is low in the relationship between the IT and business 
departments, it will have a negative influence on the level of trust. 

� Proposition 2: If service transparency is low in the relationship between the IT and business 
departments, it will have a negative influence on the level of trust. 

Besides the main ideas tested in the propositions above, the framework also contains several barriers 
that could influence the relationship between transparency and trust. Scholars such as Smith et al. (2010) 
and Huang et al. (2007) argue that separate languages, separate mindsets, organizational complexity, 
and historical IT project failures have a negative impact on the relationship. To test whether these barriers 
are present in the case organization, and to determine whether they influence the relationship between 
transparency and trust, the following four propositions were formulated: 

� Proposition 3: If the business side cannot understand the language used by the IT department, 
or if the IT department cannot understand the language used by the business side, it will have a 
negative influence on the level of service and planning transparency. 

� Proposition 4: If the business environment is complex, it will have a negative influence on the 
level of service and planning transparency. 

� Proposition 5: If IT has a history of bad IT projects, it will have a negative influence on the level 
of service and planning transparency. 

� Proposition 6: If the mindset of the IT employees or the mindset of the business employees is 
that it is solely the other party’s responsibility to adapt to their demands or way of working, it 
will have a negative influence on the level of service and planning transparency. 

Lastly, it was decided to include the concept of service quality in the thesis to have a designated 
dependent variable and to be able to associate the findings of the thesis with a more easily generalizable 
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concept (due to the vast amount of articles that have measured service quality in different contexts). The 
purpose of the final proposition is therefore to study the effect of service quality in the case organization: 

� Proposition 7: If the level of trust or transparency is low in the relationship between the IT and 
business departments, it will have a negative influence on the level of service quality. 

These propositions will be addressed in the interpretive part of the thesis. 

7.6 Chapter summary 
Based on a synthesis of the literature, Table 7 provides an overview of the literature and accounts for 
different situations that might emerge under different levels of transparency and trust. In addition, a 
framework of the relationship between transparency and trust was constructed. The key idea behind this 
framework is that merely increasing transparency does not necessity increase trust and alignment. 
Transparency activities should focus on the normative and predictive expectations in the IT-business 
relationship to be effective in increasing trust. In addition, several of the barriers identified in the 
literature were added to the SP framework so that they could be used in the subsequent analysis. Based 
on the framework, a set of propositions was developed that will be studied in the interpretive part of the 
thesis.  
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8 METHODOLOGY 
With a set of propositions ready to be researched, the next task was to select one or more methods to 
research the propositions. The purpose of this chapter is to account for the different methods available 
and provide some justification for the methods and design chosen. However, before moving on, I would 
like to highlight how the thesis is structured. This chapter is about the process of selecting one or more 
guiding methods for how the research was carried out. This included selecting whether the nature of the 
research should be quantitative, qualitative or mixed, and determining the objectives of acquiring 
knowledge. Moreover, it includes a discussion of the strength and weaknesses of the chosen design and 
in what contexts the methods were valid. It does not include detailed specifications on how data was 
collected or analyzed. This is provided separately at the beginning of Part IV and Part V. The reason for 
this structure is to improve readability. I found that it made more sense to provide detailed specifications 
directly before the analysis and data collection, instead of placing these in a separate methodology 
chapter. 

This chapter is structured as follows: first, the stakeholders of the project are presented. Thereafter, the 
knowledge objectives are discussed. Then, the chosen approach is justified, along with the research 
design. Lastly, I discuss how the design was tailored to the thesis as well as the philosophical assumptions 
and implications of the design. 

8.1 Terminology 
In this chapter, I define methodology as a systematic analysis of the methods applied to a field of study. 
I define a method as a general framework guiding the thesis. The method tells something about the tools 
used, but does not go into detail about the specifications of the method’s utilization. The research design, 
on the other hand, is defined as a specific outline detailing how one or more methods will be combined 
and used to answer a particular research question. A research design contains one or more methods. 

I will use the word interpretive to denote approaches associated with constructivism, hermeneutics, case 
studies, and more. Moreover, I will use the word positivist or post-positivistic to denote approaches 
associated with statistics, hypothesis testing, and experimental design.  

8.2 Stakeholders in the research project 
Before elaborating on the different research designs identified, the different stakeholders involved in this 
thesis will be discussed. The stakeholders in this Ph.D. project were Copenhagen Business School (CBS), 
Forskning and Innovations Styrelsen (FI) and The Carlsberg Group. CBS was interested in a dissertation 
that would comply with the national Ph.D. regulations, combined with knowledge dissemination activities. 
This would entail a certain academic level of writing, as well as knowledge that would contribute to the 
already existing body of knowledge on the dissertation topic. FI was interested in me passing the 
industrial Ph.D. course and completing the Ph.D. dissertation within the three years allocated to the study. 
Looking ahead, FI is also interested in success stories in which the industrial Ph.D. student has provided 
value for the company providing employment during the Ph.D. program. Carlsberg was interested in 
normative knowledge that could be directly applied in order to yield value for the company. Because the 
company underwent frequent organizational changes, Carlsberg was interested in small bits of 
knowledge that could be provided to the company during the dissertation work, rather than having to 
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wait for three years to get results. The relationship between the stakeholders’ interests is illustrated in 
Figure 9. 

 

Figure 9: The stakeholders’ interests in the project. 

When combined, the interests of Carlsberg, CBS and FI were contradictory. The normative and specific 
aim of knowledge production required by Carlsberg was not fully congruent with CBS’s requirement of 
general knowledge production and a contribution to science. FI was positioned in between, supporting 
the production of both specific and general knowledge. CBS was more interested in a large contribution 
to science in the form of extensive articles or the dissertation itself, whereas Carlsberg was more 
interested in “hands-on” knowledge that could be directly applied to the company. The contradiction 
between the stakeholders’ interests necessitated the use of a multi-methods approach (Campbell et al., 
1959). Qualitative studies are often exploratory or explanatory, whereas quantitative studies are often 
descriptive or normative. The stakeholders’ interests suggested the use of a multi-methods approach 
having a qualitative exploratory phase followed by a quantitative normative phase. Combining the two 
phases would help ensure that the requirements of both CBS and Carlsberg were met. 

8.3 Knowledge objectives 
When knowledge is produced, it is crucial that the objective for obtaining the knowledge is clear 
(Andersen, 2002). Three main objectives can be the basis for a research study. These are classified 
according to their approach to the data and the analysis of the data, as follows: 

1. Descriptive approach (past or present investigations in which facts are investigated without 
asking why things are as they are) 

2. Explorative approach (investigating circumstances that are less understood and where knowledge 
is lacking) 

3. Explanatory approach (investigating which factor x causes factor y, or which factor y is a 
consequence of x. Predicting that if X is present, then Y will also be eventually present, or vice 
versa) 

As presented in the previous part of this thesis (FRAMEWORK & PROPOSITIONS), one of the results of the 
literature review was the development of a framework. Based on this framework a set of propositions 
was formulated. These propositions were included in the criteria for selecting the research design. 
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A descriptive approach was not found to be adequate considering that the propositions set the stage for 
an explanation of the relationship between transparency and trust. Using a descriptive approach would 
simply not provide an answer to the research questions asked. 

Using an exploratory approach would generate knowledge that could extend the SP framework and ideas 
already proposed, but that was not all what I was interested in doing. I was not seeking to explore the 
concepts of trust and transparency overall, as this has already been done in the literature, but rather to 
determine their relationship to one other in the chosen research context. To determine this relationship, 
however, would require some exploration before the relationship in the specific context could be 
explained. Based on this, an exploratory phase leading to an explanatory phase was thought to be best 
suited to the aim of the thesis. 

As the overall approach, an explanatory approach was found to be most appropriate because it concerns 
how concepts are related. The constructed transparency framework predicts that transparency regarding 
normative and predictive expectations will have a positive influence on the level of trust. Taking an 
explanatory approach was a good way to research the propositions and subsequently operationalize 
them into a hypothesis that could be tested quantitatively. It should be noted, however, that the 
hypothesis contains propositions regarding the causality of the relationship. To test causality, an 
intervention is typically required12. Some authors would say that the introduction of an intervention 
defines an action-oriented approach. In this thesis, the objective of the thesis was to produce explanatory 
knowledge, and one tool to produce such explanatory knowledge is the use of an intervention. 

8.4 Choosing an approach 
The objective of knowledge generation in this thesis was to provide explanatory knowledge, that is, to 
provide knowledge about the relationship between transparency, trust, and service quality in the 
research context. Furthermore, the propositions presented in Part II of the thesis could be investigated 
using a qualitative method and then operationalized into hypotheses that could be tested using a 
quantitative explanatory method. This suggested the use of a mixed-method design. However, the 
question became, why should the propositions be operationalized? Could I not just stick with the 
propositions? One could argue that the propositions point to gaps in current knowledge, thereby 
indicating where research is required. Much of the alignment research has been done from a positivistic 
perspective, i.e. finding correlations between concepts such as performance and alignment, governance 
and alignment and so on using quantitative data. However, at the same time, newer alignment research 
has suggested that studies should move away from this mechanical configuration and that researchers 
should conduct deeper and more extensive studies. In this light, I would argue that a combination of an 
interpretive and positivistic understanding would contribute more to the alignment field than an 
interpretive or positivistic part alone. In fact, I would make the claim that a major drawback of current 
alignment theory is that the theory is not grounded in a subjective understanding of the research subjects. 
Doing survey analysis is adequate, but it does not capture the complexity of the organization. This is also 
the point of several opponents of alignment theory, such as Silvius (2007) and Ciborra (1999).  

                                                           
12 This is the only way to see how a conceptual relationship changes over time. 
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Another argument for using a mixed-method design was that such a design could help generalize the 
findings of the thesis, and at the same time avoid the use of a solely positivistic approach, which is not 
based on the subjective understanding of the employees at the case organization. Creswell & Clark (2007) 
mention that when “a researcher … wants to both generalize the findings to a population and develop a 
detailed view of the meaning of a phenomenon or concept for individuals,” a mixed-method design is 
most suitable. 

8.5 Choosing a design 
Today, several mixed-method methodologies have been developed and used, and the mixed-method 
field as a whole is more accepted today than previously (Creswell & Clark, 2007). Creswell et al. (2003) 
and Creswell & Clarke (2007) have provided a list of design strategies for mixed-method research based 
on a comprehensive review of the method literature. According to Creswell & Clarke (2007), mixed-
method research is a research design with philosophical assumptions as well as specific methods of 
inquiry. As a methodology, it involves philosophical assumptions that guide the collection and analysis of 
data, and the mixture of qualitative and quantitative approaches in many phases of the research process. 
As a method, it focuses on collecting, analyzing, and mixing both quantitative and qualitative data in a 
single study or series of studies. Its central premise is that the use of quantitative and qualitative 
approaches in combination provides a better understanding of research problems than either approach 
alone (Creswell and Clark, 2007).  

I found this point by Creswell and Clark to be fitting. Uniting a qualitative method with a quantitative 
method provides a deeper understanding of the problem because the interpretive understanding formed 
based on, for example, interviews in the qualitative research can be analyzed from a quantitative 
positivistic perspective. The positivistic perspective can then be used to validate the underlying 
theoretical understanding, and the interpretive understanding can be challenged and changed if 
necessary. Only using a quantitative or qualitative method would not provide this level of understanding. 
The combination, however, also poses some challenges that will be discussed later in this chapter. 

The combination of an interpretive (qualitative) and positivist (quantitative) understanding can be found 
in several of the mixed-method designs presented by Creswell et al. (2003). However, one design that fit 
well with the ambition of this thesis was the mixed-method framework presented by Lee (1991). This 
framework is illustrated in Figure 10. 
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Figure 10: A mixed-method framework by Lee (1991) 
 

A key point of Lees’ (1991) framework is to construct a positivistic understanding based on an accurate 
interpretive understanding, which is based on the subjective understanding of the research object. That 
is, the subjective understanding consists of the common sense and meanings of the employees in the 
case organization, and this is then used to form the interpretive understanding. The arrows in Figure 10 
have the following meaning: the subjective understanding provides the basis for the interpretive 
understanding (arrow 1), which provides the basis for the positivist understanding (arrow 3), from which 
follow predictions (arrow 5) about the subjects. The actions that the subjects display are outward signs or 
artifacts of their own subjective understanding (Lee, 1991). The subjective understanding can either 
confirm of disconfirm the predictions of the positivist understanding (arrow 6). A disconfirmation would 
call for an improvement in the antecedent interpretive understanding (arrow 4), which in turn would call 
for a fresh reading of the subjective understanding (arrow 2). The subjective understanding can then be 
interpreted again to form a new interpretive understanding, and so on. 

The intent of the framework is that the results of the interpretive understanding can help to develop or 
inform the subsequent positivistic understanding, and that a disconfirmation of the positivistic 
understanding leads to a reevaluation of the interpretive understanding. A mixed-method beginning with 
the qualitative phase is best suited for exploring a phenomenon or theory (Creswell et al., 2003). This 
exploration can later be expanded to use quantitative data. Such a design is found most useful when the 
purpose of the research is to test an instrument or to identify important variables to study quantitatively. 
The design is also expedient when the researcher wants to test aspects of a theory or classification, or 
enhance a theory (Morgan, 1998).  

As mentioned earlier, I wanted to research the propositions and later operationalize them into 
hypotheses using the interpretive understanding as a basis. The hypotheses could then be tested using 
an intervention. Lee’s (1991) design fits well in this context, because the interpretive phase provides 
information that I could use to develop my intervention and then validate the intervention using 
quantitative analysis. Furthermore, the framework does not require both phases to be equal in strength. 
As Lee (1991) writes: “This paper [the framework] does not advocate that a given organizational study 
must pursue the interpretive approach and the positivist approach with equal emphasis […]. Rather, this 
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paper is simply making the point that the two different approaches are mutually supportive, not mutually 
exclusive.” 

Furthermore, the design opens up the possibility of doing different numbers of iterations of the 
subjective-interpretive-positivistic cycle. If the research ends up taking a long time, one cycle could be 
executed, and if more time is available, several cycles can be performed to provide more accurate data13. 

8.6 Tailoring the mixed-method design to the thesis 
Lee’s (1991) framework does not provide detailed information on data gathering and analysis, and 
neither should it. It is described at an abstract level. Therefore, a tailored version of the framework 
containing tasks that are more specific was used in the thesis. The tailored design is illustrated in Figure 
11. Note that the framework contains arrows to and from the different understandings. If the predictions 
from the positivistic understanding are not identified in the subjective understanding, this calls for a 
reinterpretation of the theory. 

 

Figure 11: The tailored research design 

In the above figure, I have attached the various tasks that were conducted in the research project. An 
overview of the tasks can be found in Table 13. 

  

                                                           
13 This is only necessary if the positivistic predictions are fully confirmed by the subjective understanding. 
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Table 13: The task in the research design 

Task Description 

1+2 A set of propositions is formed based on a comprehensive review of the literature. 

3 Semi-structured interviews are performed in the case organization to collect qualitative data. This data 
will be used to investigate the propositions. 

4+5 The interviews are analyzed and an interpretive understanding is formed. 

6 The interpretive understanding is used to see whether the proposed link between the concepts 
(propositions) is valid (i.e. the propositions are reserached). 

7 The interpretive understanding help create the positivistic understanding. 

8 The interpretive understanding is used to operationalize the propositions into hypotheses, which make 
predictions about the subjects in the research organization. 

9 An intervention is created based on the interpretive understanding. The goal of the intervention is to 
test the hypotheses. 

10 Pre-qualitative data is gathered before the intervention is introduced 

11 The intervention is implemented in the case organization. 

12 Post-qualitative data is gathered after the intervention is introduced and the predictions are tested 
based on the subjective understanding. As Lee (1991) writes: “the formal and experimental procedures 
of the positivist approach, derived from the natural sciences, are fully recognized and incorporated into 
the proposed framework, as embodied in arrow 5 (the derivation of predictions from the theory) and 
arrow 6 (the testing of predicted behaviors against actual behaviors, arising from the subjective 
understanding)”.  

13 The hypotheses are tested and are either confirmed or rejected. If the hypotheses are rejected, this 
calls for a reinterpretation of the subjective understanding. 

 

The task list in Table 13 provides an overview of the tasks completed in the thesis. As mentioned 
previously, this chapter will not go into detail about each task, as these descriptions will be featured in 
Part IV, Part V, and Part VI, respectively.  A key aspect of the design is the transition from the interpretive 
to the positivistic portion of the research. The intention was to use the interpretive understanding to help 
create a positivistic understanding. This would allow me to accommodate for some of the critique of 
alignment theory, meet the requirements of the stakeholders, and provide research that fits my level of 
ambition. 
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8.7 Philosophical considerations regarding the research design 
In the previous sections, I discussed the methodology of the mixed-method research design. However, a 
design also carries philosophical assumptions. This section will feature a discussion of the underlying 
philosophical assumptions of the design chosen.  

Scientists interested in mixing methods have inherited a legacy that makes it difficult to integrate 
qualitative and quantitative approaches on a more profound level (Bergman, 2008). This is because the 
mixed-method encompasses qualitative and quantitative methods, each featuring their own 
philosophical assumptions. Because of this, scientists wanting to do mixed-method research “usually 
have to take refuge in a rather freely interpreted form of philosophical pragmatism” (Morgan, 2007).  

The philosophical assumptions of quantitative research have their roots in a school of thought within the 
philosophy of science denoted as “logical empiricism,” or positivism. These methods operate with the 
requirements of falsifiability, logical consistency, explanatory power, and survival (Lee, 1991) and include 
hypothesis testing, mathematical analysis, and inferential statistics. Qualitative methods, on the other 
hand, typically have their roots in disciplines such as hermeneutics or ethnography and operate based on 
the interpretation and understanding of people, events, and artifacts (Lee, 1991).  

The interpretive approach to organizational research maintains that the methods of natural science (i.e. 
positivist) are inadequate for the study of social reality. The argument is that people, and the physical 
and social artifacts that they create, are fundamentally different from the physical reality examined by 
natural science (Lee, 1991). In contrast, positivist approaches maintain that the methods of natural 
science constitute the only legitimate methods for use in social science. An interpretive approach cannot 
be validated and generalized to an adequate extent and cannot provide reliable data. 

As Madey (1982) state, “One camp extolls the virtues of hard, generalizable data […] and the other extolls 
the superiority of deep, rich observational data […]”. The two camps are based on two different and 
competing ways of understanding the world, which are seen in the way the research data is collected 
(words versus numbers) and in the perspective of the researcher (perspectival versus objective) (Maykut 
and Morehouse, 1994). When doing mixed-method research, both camps are represented, which is 
disapproved of by some scholars. 

Yet, despite the existence of these “camps,” mixed-method research has gained popularity in recent 
years (Creswell & Clark, 2007, Bergman, 2008). One reason for this is that mixed-method research aims 
to take the best of qualitative and quantitative methods and combine them. However, this is not as 
straightforward as it might sound. Linking constructivism14 and positivism15 has led to “paradigm wars” 
(Bergman, 2008) in the past, since the underlying assumptions of the perspectives are largely 
incompatible. A possible solution suggested by some methodological researchers is to adopt pragmatism. 
Pragmatism, which has some resemblance to rationalism, does not seek to describe or mirror reality, but 
rather to use thought as an instrument for prediction, action, and problem solving. Therefore, knowledge, 

                                                           
14 An example of a research method utilized for doing qualitative research 

15 An example of a research method utilized for doing quantitative research. 
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language, and concepts such as transparency and trust, are best viewed in terms of their practical 
utilization16 in specific contexts. It could be argued, however, that adopting pragmatism as a way to avoid 
evaluating the strengths and weaknesses of interpretive and positivist research sends a signal of ‘anything 
goes’ (Bergman, 2008), and seems to question whether methodological concerns ought to preoccupy the 
researcher at all. In addition, being pragmatic does not make the inherent assumptions of the research 
disciplines go away; it just says that they do not matter. 

Instead of ignoring the proposed issues when combining qualitative and quantitative research, I will 
attempt to analyze and examine the consequences of the combination. This will provide a discussion 
about the strengths and weaknesses of a mixed-method design, which is one of the purposes of this 
chapter. 

Quantitative and qualitative research qualities 
One of the main differences between qualitative research (schools such as constructivism and critical 
theory) and quantitative research (schools such as positivism and post-positivism) is the level of 
subjectivity and objectivity. Qualitative researchers argue that quantitative research reproduces only a 
certain kind of science, a science that silences too many voices. In response, quantitative researchers 
argue that what they do is good science, free of individual bias and subjectivity (Denzin & Lincoln, 2005). 

Besides the main difference of being either subjective or objective in nature, Bergman (2008), Cresswell 
(2007), and Morgan (2007), among others, list various research qualities for quantitative and qualitative 
research. These qualities are listed in Table 14. 

Table 14: Qualities of qualitative and quantitative research 

Qualitative research Quantitative research  

A belief in a constructed reality, multiple 
(constructed) realities, or a non-existent reality. 

A belief in a single reality 

An interdependence between the knower and the 
known, i.e. the impossibility of separating the 
researcher from the research subject 

The possibility and necessity of separating the 
knower from the known 

The inadvertent value-ladenness of the research 
process and its output, i.e. the impossibility of 
conducting research and interpreting research 
findings objectively. 

The possibility and necessity of value-free research. 

The centrality of the context to the research process 
and findings, e.g. time, space, politics, specific 
situation during data production, interpretation, 
presentation, etc. 

The possibility of generalizing findings beyond the 
contextual limits of the researched units and research 
situation. 

                                                           
16 Inspired by http://en.wikipedia.org/wiki/Pragmatism 
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The impossibility of generalizing research findings 
beyond the limits of the immediate context. 

The pursuit to identify universal, causal laws 

The impossibility of distinguishing between causes 
and effects. 

The possibility of distinguishing between causes and 
effects using statistical analysis and making changes 
to the research object. 

The explicit focus on inductive, exploratory research 
approaches 

An emphasis on deductive research via falsifiable 
hypotheses and formal hypothesis testing. 

The tendency to work with small, non-representative 
samples. 

The tendency to work with large, representative 
samples 

 
Looking at the strengths and weaknesses of the two research approaches, two points come to mind. First, 
given that the research process is often iterative, messy, and complex, why are the qualities so 
diametrically opposed? The qualitative tradition originates from the quantitative tradition, as historically, 
“qualitative research was defined within the positivist paradigm, where qualitative researchers 
attempted to do good positivist research with less rigorous methods and procedures” (Denzin & Lincoln, 
2005). Given the clear difference between the qualities, it seems that the distinction is not only based on 
specific boundaries, but is also a truce between two factions (Bergman, 2008). Each field has some unique 
advantages not existing in the other field that can be emphasized for that kind of research. 

The second point is that people using mixed-methods must use a “strangely schizophrenic position” 
(Bergman, 2008). On the one hand, they must accept and emphasize the divergent qualities attributed 
to each paradigm, which, on ontological and epistemological grounds, are clearly incompatible. On the 
other hand, they put forward the proposal that the strength of each paradigm can be combined fruitfully 
within one single research design. 

With these points in mind, the emergence of mixed-method research in recent years is peculiar. Mixing 
methods has become a popular way of thinking about how to approach research questions. Indeed, it 
has almost become a distinctive approach in its own right, with a growing number of books and articles 
devoted to outlining its fundamentals (Creswell, 2007). If the philosophical assumptions of the two 
“schools of thought” are incompatible, how can studies using mixed-methods be justified other than 
through pragmatism? One explanation is that even if the field of mixed-methods is growing, the amount 
of systematic research on mixed-methods is not nearly as large as that of mono methods (Bergman, 2008). 
As a result, it becomes more difficult to specify what should, and what should not, be avoided when 
combining quantitative and qualitative methods. Another explanation is that the assumption of 
impermeable boundaries between qualitative and quantitative research has been relaxed, paving the 
way for multi-method research. 

I will now attempt to discuss the strengths and weaknesses of the design chosen, as well as some issues 
with mixed-method research identified by other authors. I will take the points brought up by various 
authors regarding mixed-methods and apply them to the project at hand. 
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Combining a subjective and objective perspective 
The primary issue with mixed-methods is the combination of two different schools of thought. In this 
thesis, two phases will be performed: a qualitative phase, where I will interview employees in the case 
organization about their issues in relation to the thesis concepts and constructed framework, and an 
quantitative phase, where I will collect survey data using survey items and perform an experiment. 

In the first phase of the research, some of the assumptions are that an interdependence between the 
knower and the known makes it impossible to be objective, that it is impossible or very difficult to 
generalize research findings beyond the limits of the immediate context, and that the explicit focus is 
exploratory rather than explanatory. Furthermore, doing interviews assumes that several constructed 
realities exist based on the interviewees’ beliefs and mind-sets.  

When the interpretive phase is completed, I switch to the quantitative phase, which carries assumptions 
that a single reality exists, that conclusions can be generalized, and that the primary aim of the research 
is explanatory in nature. Setting aside the personal view of the researcher, the issue with mixed-methods 
is not each phase individually, but rather the combination of the phases. In other words, there is no issue 
in assuming that performing interviews entails a subjective attachment to the knowledge generated 
whereas collecting survey data does not. The area where the researcher must to take caution is in the 
transition from the qualitative phase to the quantitative phase. 

It is my point of view that a core requirement of using mixed-method research is to accept and 
acknowledge the fundamental concepts of the interpretive and positivist approaches. However, how can 
the transition from interpretive research to positivistic research then be carried out to enjoy the benefits 
of both schools without invalidating the research?  

Here, I turn to the work of Lee (1991) and Bergman (2008). Lee has proposed a framework that bridges 
the “gap” between qualitative and quantitative research. The idea of the framework is that three levels 
of understanding are interchanged: the subjective understanding, the interpretive understanding, and 
the positivistic understanding. The subjective understanding provides the basis for the interpretive 
understanding, which then provides the basis from the positivistic understanding, from which follows 
predictions about the research subjects. The positivistic predictions are then compared to the subjects’ 
behavior, which either confirms or disconfirms the predictions. If a disconfirmation occurs, the finding 
would require a refinement of the positivistic understanding, which would require an alteration of the 
interpretive understanding, which would in turn call for a fresh reading of the subjective understanding.  

This cycle could then be performed again to form a new interpretive understanding, and so on. The main 
argument that Lee (1991) proposes is that the interpretive and positivistic understanding can be 
combined if the positivistic understanding is based on the interpretive understanding; a disconfirmation 
of the positivistic understanding would call for a reinterpretation of the interpretive understanding. That 
is, the philosophical assumptions of each are maintained, and the combination is made done by basing 
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the positivistic understanding on the interpretive understanding. More specifically, a number of criteria17 
must be satisfied: 

1. The interpretive understanding should be properly based on the subjective understanding. 
2. The subjective meanings recorded in the interpretive understanding should have been built into 

the positivist understanding. 
3. The confirmation or disconfirmation of the predictions formed in the positivistic understanding 

should be used as indicators of the validity of interpretive understanding. 
4. The actions, theorized by the positivist understanding, should be understandable to the 

observed human subjects themselves, in terms of their own subjective understanding. 
5. The predictions formed in the positivistic understanding should match observations in the 

research context. 

I find that the design advocated by Lee (1991) constitutes a sound way to carry out mixed-method 
research. A drawback, however, is that the design assumes that researchers accept both ways of doing 
research.  This is actually a drawback of all mixed-method designs, since they all employ both qualitative 
and quantitative research, as the name would suggest. 

Bergman (2008) does not propose a framework, but rather argues that division of labor between 
quantitative and qualitative research is artificial. For instance, Bergman argues: “It is often claimed that 
QL18 research is based on the assumption that reality is either constructed or does not exist, while QN19 
research supposedly assumes the existence of one single reality. In practice, however, this ontological 
proposition is often inconsistent with research applications.” As an example, Bergman use textual 
material such as documents and interview transcripts. These documents can be analyzed with regard to 
what was said by whom and in what particular context. The textural material may be studied from 
different analytic perspectives, without one approach being superior. How the data is understood and 
analyzed must be based on the consistency between the understanding of the data and the specific 
research question, rationale, and aims. Only in connection with the specificities of the research goals 
does it make sense to delimit the nature of reality (Bergman, 2008). Thus, researchers decide which truth 
claims they will make in relation to their data and findings. As Bergman argues,  

“The research focus may well delineate ontological and epistemological constraints. 
A Foucauldian discourse analysis demands an interpretive approach to the research 
but it does not change the nature of the textual data. The same textual data can be 
used for other, ontologically and epistemologically different, positions, which are 
derived from different research agendas. The decision on whether the researcher 
deals (or, better, wants to deal) with one single reality, a constructed reality, multiple 
realities, multiple constructed realities, a co-constructed reality between the 

                                                           
17 Lee (1991) uses the term test, but I have reformulated them in a normative manner for readability. 

18 Qualitative 

19 Quantitative 
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researcher and the researched, or no reality at all is unrelated to whether patterns in 
the data are detected via statistical analysis or otherwise.” 

My understanding of Bergman’s argument is that it is not the data (such as textual material) that defines 
the ontological and epistemological position, but rather a combination of choices (perhaps unknown to 
the researcher), and research goals. As such, I find that the approaches of Lee (1991) and Bergman (2008) 
are aligned. If the goal of a mixed-method design is to use different methods in the same context, there 
are no apparent issues, as long as the constraints of the interpretive and positivistic understandings are 
satisfied. That is, the criteria proposed by Lee are satisfied, and the requirements of falsifiability, logical 
consistency, relative explanatory power, and survival are met. 

Using the arguments of Lee and Bergman, I have accounted for methodological and philosophical 
implications of the overall mixed-method research design used in this thesis. I will not argue, however, 
that I have found the best design or that I have answered all the identified critiques of mixed-method 
research. Based on the literature and the “paradigm wars” mentioned, discussing and accounting for 
every part of the critique would be a thesis in itself.  

Summary of the philosophical considerations 
Scientists interested in mixing methods have inherited a legacy that makes it difficult to integrate 
qualitative and quantitative approaches on a more profound level (Bergman, 2008). Qualitative research 
makes ontological and epistemological assumptions such as the existence of several constructed realities, 
and an interdependence between the knower and the known, whereas quantitative research stresses 
that only a single reality exists and that it is necessary to separate the knower from the known.  

One way to overcome this conflict is to accept the core concepts of each approach, at the same time 
taking care to properly transition from the qualitative to the quantitative approach. In this process, the 
five criteria proposed by Lee (1991) are very useful and will be used in the subsequent parts of this thesis. 
Using these criteria, the conflict is averted, partly because the positivistic/quantitative understanding is 
built on the same subjective understanding as the interpretive/qualitative understanding, and any 
disconfirmation of the positivistic understanding calls for a modification of the interpretive 
understanding.  

Still, using a mixed-method research design has its strengths and weaknesses. The main strength of the 
chosen design is the ability to put the findings from different methods into a dialogue that can result in a 
more fine-grained understanding. Furthermore, the combination of different approaches fits more with 
practical inquiry, which is appropriate when doing an industrial Ph.D., and makes the presentation of the 
data easier because some people might prefer qualitative data while others might prefer quantitative, 
statistical data. The weaknesses, on the other hand, are the need to be precise about how the different 
approaches are combined; it might spark a paradigm war (Bergman, 2008); and it requires that people 
accept both the qualitative and quantitative research approaches as valid when doing organizational 
research.  

8.8 Chapter summary 
The research question posed in the introduction of this thesis was: How do trust, transparency, and 
service quality interact within an alignment perspective, and what are the barriers in the process? The 
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current chapter has argued that this research question can be answered using a mixed-method design. 
As such, the mixed-method design of Lee (1991) was tailored to the research project. The reason for 
choosing this design was that uniting a qualitative method with a quantitative method was found to 
provide a deeper understanding of the problem compared to only having a single qualitative or 
quantitative part. Even if the combination of quantitative and qualitative methods introduces challenges 
and might spark the paradigm war (Bergman, 2008), these challenges can be mitigated by adhering to 
the research criteria proposed by Lee (1991). These criteria are addressed in Part VI of the thesis. 
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9 ABOUT CARLSBERG 
Before going into the interpretive portion of the thesis, the case organization will be presented. The case 
organization used in this thesis is the company Carlsberg. The specific research context is the relationship 
between business employees involved in IT development and changes, and IT employees at Carlsberg. In 
this context, involvement indicates that the business employees are dependent on Carlsberg IT. Examples 
of involvement include the business employees sponsoring a project that involves IT, making a request 
for an IT change, or wishing to initiate an IT project. The following text will provide an overview of the 
case organization, with a focus on the area responsible for IT development and change: the change 
request area. Furthermore, a brief history of the Company will be provided, along with a description of a 
large-scale standardization project currently being implemented at Carlsberg. This latter description is 
given because of the effect that the standardization project has on all areas at Carlsberg, including the 
change request area. 

9.1 A brief history of Carlsberg 
Carlsberg was founded in Denmark in 1847 by J. C. Jacobsen. The company originally started selling beer 
inspired by foreign countries to Copenhagen citizens, who were used to a softer type of beer. The beer 
introduced by Carlsberg was a success, and over time, the company expanded to the whole country. After 
World War II, and especially since the late 1990s, Carlsberg began to establish beer production in foreign 
countries. The expansion was primarily done through mergers and acquisitions with other breweries, 
where operations in the local markets were left untouched. Because of these acquisitions and mergers, 
the overall complexity of the organization increased greatly. 

Today, Carlsberg is the fourth largest brewery in the world, operating in 150 markets and competing with 
over 500 different beer brands. The organization employs about 45,000 people worldwide on three 
continents. The Carlsberg Group headquarters is located in Denmark, together with most of Carlsberg IT 
and Carlsberg Denmark. Different business units are located in Northern Europe, Western Europe, 
Eastern Europe, and Asia. The business units in the various countries consist of on-and-off trade, logistics, 
sales, marketing, finance, and controlling. The IT department, denoted One Carlsberg IT (CIT), employs 
about 200 individuals. Although most of these employees are from Denmark, people from other 
European countries also work in the IT department.  

9.2 Standardizing Carlsberg 
Due to the increasing complexity of the Carlsberg group, the Carlsberg headquarters has adopted a large 
standardization program called the Business Standardization Program (BSP). The goal of the BSP is to 
introduce a process-centric view at Carlsberg and standardize the different processes to support the 
company’s strategy. The standardization will align with the overall strategy of becoming the fastest 
growing beer company in the world, because it is meant to make Carlsberg faster, smarter, and leaner.  

Besides the goal of standardization, the BSP also aims to create operational excellence using internal and 
external best practices. By creating the necessary transparency and integrated end-to-end processes, the 
BSP will make it possible to optimize and focus on the operational areas that add the most value. So far, 
the geographical scope of the BSP includes Denmark, Sweden, Germany, the United Kingdom, Finland, 
Norway, and Switzerland. The process scope of the BSP includes most of the business processes in the 
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various countries, with different grades of standardization depending on the operational area. The BSP 
will affect the countries with regards to organization, processes, governance, and IT. The program’s 
extended time span, cross-country coordination, and huge impact on the organization’s different work 
areas are highlighted as the most critical factors. Since the program was announced in 2009-2010, several 
delays have been reported. These delays have pushed the project back at least 3 years, which means that 
the program will finish in 2018. 

9.3 History of the IT department at Carlsberg 
Over the lifespan of Carlsberg, the IT department (CIT) has grown from separate independent 
departments to a global department, in response to external requirements. The most important events 
in the history of the IT department are displayed in the below table. 

Table 15: Important IT department events 

Time Event 

Until 2002 - IT exists as separate independent departments, without any standardization or 
coordination. 

2002-2005 - A shared SAP system between the countries of Denmark, Sweden, and Norway is 
implemented.  

- A shared network and active directory solution is created for the countries of Denmark, 
Sweden, Norway, Switzerland, Poland, Italy, and England. 

- The IT departments of Denmark, Sweden and Norway are merged into Carlsberg Nordic IT 
Services (CNITS) 

2005-2006 - IT maintenance is outsourced to IBM across 9 European countries.  

- IT systems are standardized where possible. 

2009-2010 - CNITS become One CIT and now encompass the countries of Denmark, Sweden, Norway, 
Switzerland, Germany, Poland, Italy, England, France, and Greece. 

- The consulting company Accenture is hired to create an organizational structure for One 
CIT. 

2010-2011 - New roles and boards are established to implement a unified structure for the IT 
department. 

2011-2012 - McKinsey is hired to identify savings, which results in several employees being fired and 
several departmental units either removed or merged with other units. The organizational 
structure is still process-based. 

- The CIO is fired and a former CFO takes his place. 
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2013-2014 - The organizational structure changes from process-based to functional based. This is done 
to make accountability clearer. In this process, 9 people are fired, including the head of 
business relations.  

2014-Present - IBM is replaced as a vendor. 

- The remaining countries where Carlsberg operates are also to be served by an external 
vendor. 

- One CIT is planned to encompass all local IT departments. 

 
Today, the IT department at Carlsberg consists of departments in several countries. Most of the 
controlling activities are grounded in Denmark. The organizational structure defined by Accenture in 2010 
was replaced in February 2013 by a more structural focus. As of February 2013, CIT consists of the 
following departments: 

 

Figure 12: Organizational structure of CIT 

IT strategy and sourcing are responsible for the architecture, strategy and sourcing of the IT department. 
IT application development is responsible for developing applications (minor changes). IT project 
management is responsible for developing larger changes (projects). IT infrastructure management is 
responsible for vendor management, portfolio management, and infrastructure IT changes. Lastly, two 
departments focus on IT projects and services regarding Asia and Eastern Europe. The areas involved in 
IT development and change are IT application development, IT project management, IT infrastructure 
management, and IT application management. 

9.4 Change Request and Deliverables 
The responsibilities of CIT (Carlsberg IT) towards the business can be divided into three areas: 
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1. Changing and developing new functionality. 
2. Maintaining and repairing existing functionality. 
3. Miscellaneous tasks such as configuring user-access, on- and off-boarding, and contract 

negotiation. 

Changing and developing new functionality is about creating new systems, making changes to existing 
systems, or creating bridges between applications and systems. Maintenance is about repairing what no 
longer works due to system breakdowns, changes, or other circumstances. This area is outsourced to 
external vendors such as IBM. Miscellaneous tasks include the activities that are considered part of IT, 
but which are not part of the department’s focus. This includes negotiating licenses and providing people 
with IT equipment. The three areas, the type of area, and examples of work in each area are displayed in 
Table 16. 

Table 16: Work areas and examples in Carlsberg-IT 

Area Type Example 

Changing and developing new 
functionality 

IT development and change Changes to SAP 
Adjust firewall rules 
Application upgrade 

Maintaining and repairing 
existing functionality 

Support SAP memory / runtime issue 
User-access to system removed. 

Miscellaneous Miscellaneous Providing system access to a new 
employee 
Negotiating a new contract with an 
external vendor 

 
As stated previously, this thesis focuses on the change request area. Apart from the reasons stated 
previously, an additional reason for choosing this area is that it provided an opportunity to enhance 
transparency. Transparency could be increased at the operational level (e.g. delivery times and work 
done), at the tactical level (e.g. scope and expected resources), or at the strategic level (e.g. road maps 
and overall plans). To provide an answer to the second research question, an intervention was required. 
CIT’s first area (changing and developing functionality) was found to be most appropriate for an 
intervention. This is because the support area is outsourced to external vendors, which made access to 
raw data onerous. The miscellaneous area constitutes a small part of the IT department, and an 
intervention here would have had little effect. 

9.5 What is a change request? 
A change request is a “package” containing the software and hardware that need to be handed over to 
the business customers upon request. A change request is segmented into Minors (small requests) and 
Projects (large requests). This segmentation is performed based on the cost and complexity of the request. 
The process for making a change request is displayed in Figure 13. The following example from Carlsberg 
illustrates what a change request is: A change request with the tracking number 7233 was created on 06-
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02-2013. This change request concerned a change in a SAP transaction code. The outcome of the change 
was that an email address would be visible on customer balance confirmations. The change request was 
requested by the financial department in Lithuania. After the change request was assessed by the change 
request manager, it was approved for development by the local demand board on 15-04-2013. Thereafter, 
development started, and on 08-05-2013, the change request entered acceptance testing (evaluation) 
and was closed some days after.  

 

Figure 13: The Change request process at CIT, from idea to close 

Figure 13 illustrates the change request process from idea (on the left) to hand-over. Omada, which is 
mentioned in step 4, is a piece of software used to track changes. In the prioritization in step 7, the change 
request is either accepted or rejected. This prioritization is performed by a board of employees consisting 
of IT employees and business employees, called a local demand board (LDB). If a change request is 
accepted, resources are allocated and development is started. Lastly, the change is evaluated and handed 
over to the business. Local demand boards are present in most countries. If they are not present, the 
decision on whether to continue with a change request is handled by a board called the strategic 
investment board (SIB). For comprehensive change requests, the decision is always made by the strategic 
investment board. Every business department at Carlsberg is forced to use Carlsberg’s IT department for 
IT development, and is therefore not allowed to utilize alternatives. 

Change request responsibility 
The responsibility for moving the change request further along in the change request process depends 
on the step. The responsibilities are displayed in Table 17. 

Table 17: Change request responsibility 

State Description Responsibility 

1.0 Creation Business relationship manager 
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2.0-4.0 Assessment, quality assurance and classification Demand management 

6.1-6.2 Mandate and approval Demand management 

6.3 Book resources Resource management 

6.4-6.9 Development, test, release Change request lead 

 

Business relationship managers or local IT managers are responsible for managing relationships between 
the IT department and its customers. Demand management is a unit responsible for spend, demand, and 
budgets. Resource management is responsible for managing the resources available to the IT department. 
In the change request process, resource management is responsible for finding the right resources to 
develop the change request. For the example of change request number 7233 given earlier, resource 
management should find someone who knows about SAP in order to develop the change. Lastly, the 
change request lead (which was identified by resource management) is responsible for actually 
developing the change request and testing it afterwards. Besides the persons directly responsible for a 
change request, some individuals are also chosen as indirectly responsible. These include a project 
manager and a change sponsor. The project manager is the person responsible for the entire change 
request. At Carlsberg, 1-2 people are allocated to this role. The sponsor is the person in the business who 
will pay for the change. Each country is allocated an IT budget. If the country requests a change and it is 
accepted, they will use a portion of their yearly budget on the request. 

Change requests and time 
Besides responsibility, it is also important to clarify what customers of CIT can expect when it comes to 
delivery time and budgets. This is especially interesting when comparing actual delivery times to what 
the customers is told to expect during negotiations between IT and business employees. The delivery 
times are displayed in Figure 14. This table is an aggregation of all closed change requests since 2009. 
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Figure 14: Average time in days that a change request stays in each process state 

The breakdown of delivery times reveals that it takes about 63 days before development is started after 
creating a change request. When development is started, 150 days are used on actual development. This 
means that almost one half (42%) of a change request’s life cycle is spent on administrative tasks. In total, 
the average delivery time of a change request is 213 days. 
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9.6 Cost and spend 
The amount of IT services that CIT can deliver to each country is based on the country’s beer sales. The 
more beer a country sell, the more IT services it can buy. The current spend allowed for each country is 
displayed in Figure 15. 

 

Figure 15: Total spend for CIT in 2012 

The above figure shows that most of the IT development is performed for the following: the Carlsberg 
headquarters (Breweries), the IT department (CIT) itself, the Global Carlsberg Supply Chain program (CSC) 
and the global Business Standardization Program (BSP SL3). The remaining IT development is spread out 
among the countries. In total, approximately 150,000,000 DKK is spent on IT development each year. This 
is approximately 40% of the total IT budget. The remaining 60% is used on licenses, maintenance, and 
other activities. Besides the IT development being done by Carlsberg IT, some of the countries and HQs 
have also created small IT units. These units include Business-IT in Denmark and CEO back-office at HQ. 
These units were created because some needs were not being met by Carlsberg IT, even though this 
violates the principle that all IT development should take place within CIT. 

9.7 Trust in the relationship 
Historical analysis of documents reveals that the customers of the IT department have been very 
dissatisfied with IT deliveries and IT in general. This was a conclusion of a previous study on the IT-
business relationship at Carlsberg (Gryning et al., 2010). Even if that study only scratched the surface of 
the relationship, it was evident that issues with trust existed. The business department perceived the IT 
department as reactive and slow, whereas the IT department found that they could only be effective if 
the business departments trusted them (Gryning et al., 2010). The low level of trust was found to have 
negative consequences for satisfaction, cost, cooperation, and performance. 

9.8 Chapter summary 
This chapter introduced the case organization Carlsberg. Carlsberg was founded in 1847 as a small 
brewery in Copenhagen. Since then, the brewery has experienced a rapid transition into a global company. 



ABOUT CARLSBERG 
 

Page 81/245 

This expansion has entailed acquisitions of other breweries with redundant and complex processes. 
Similar to most global companies, the IT department at Carlsberg has struggled to achieve alignment with 
the business departments. As a previous study indicates, the IT-business relationship at Carlsberg is 
pervaded by dissatisfaction and a lack of trust. Carlsberg has attempted to fix this relationship using 
different initiatives and by employing additional employees, yet the relationship still seems to be in a 
poor condition. 
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10 THE INTERPRETIVE METHOD 
PART III clarified why a mixed-method research design was chosen as the primary research design. This 
research design encompassed a subjective portion, an interpretive portion, and a positivistic portion. The 
chapters of PART IV present the interpretive research of this thesis. The goal of the interpretive chapters 
is twofold: first, the chapters aim to account for the interpretive understanding formed; and second, the 
chapters provide answers to the propositions stated in FRAMEWORK & PROPOSITIONS. 

10.1 Terminology 
In this part of the thesis, I use “the relationship” to refer to the context of the research: the relationship 
between the IT department and business departments at Carlsberg. 

The term case organization is sometimes used as a substitute for Carlsberg and the term CIT is used for 
the IT department at Carlsberg. I also use the abbreviation CR for change request. A change request is a 
package of functionality to be delivered by the IT department to the business departments (see ABOUT 
CARLSBERG). 

The term record is used to refer to formalized examinations or investigations performed within the IT 
department or business departments. Records can be textual reports done by consultants, managers, or 
employees. 

10.2 Qualitative method 
To provide answers for the propositions and a basis for the positivistic understanding, three sources of 
data were used. For each source of data, any relational issues identified were discussed and the reasons 
behind the issues were analyzed in light of the SP framework. The structure of the interpretive chapters 
is as follows: first, the IT-business relationship from the IT point of view is described, as well as the 
identification, gathering, and analysis of archival records; second, the IT-business relationship from the 
business point of view is described, along with the semi-structured interviews that were conducted at 
the case organization and their transcription and analysis; third, the IT-business relationship is described 
based on the experiences gathered during project work and the researcher’s own experiences; and lastly, 
a chapter is devoted to answering the propositions and validating the SP framework based on the 
collected data and analysis. The methods for the data collection and analysis will be discussed below. 

Collecting and analyzing archival records – Data source one 
In searching for material, several records were found to be relevant to the study. Criteria for inclusion 
were that the records be related to the framework or to the issues of the IT-business relationship at 
Carlsberg. The records were made available to me upon request by managers in the IT department and 
business departments. Besides the record itself, the purpose of the records were also described, as 
recommended by Yin (2003). After a selection process, the included records were: 

� A survey of stakeholder satisfaction regarding change requests, which was collected by the 
Project Management team in 2012-2013 

� A survey called xQ, which was devised by the consultancy firm Franklin Covey in May 2012 
� A list of suggestions provided by Carlsberg employees in 2012 for improving the relationship with 

stakeholders 
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� A survey of satisfaction scores collected in 2011 by the Business Relationship Management team  

Stakeholder satisfaction survey: The data for the stakeholder satisfaction survey was collected at 
different time intervals. The collection was done by sending out emails when change requests were 
completed. These emails asked for feedback regarding different aspects such as whether delivery times 
and planned estimates were met. This feedback included quantitative data based on Likert-style ratings. 
Data was available for the following months: 01-03-2012, 01-06-2012, 01-09-2012, 01-11-2012, 01-12-
2012, and for the first month of 2013. The purpose of the stakeholder satisfaction survey was to gain a 
quantitative picture of how effectively CIT operated at the time. The general perception then was that 
the IT department underperformed, but very little quantitative data existed to support this claim. 

Franklin Covey survey: The survey included 27 questions. 129 out of 240 individuals answered, giving a 
response rate of 54%. 39% of the respondents were managers, 19% were team leads, and 42% were 
without management responsibilities. All respondents were employed in Carlsberg-IT. Some of the 
questions were quantitative in nature, and some were qualitative. The survey focused on six overall areas: 
clarify, commitment, translation into action, enabling, synergy, and accountability. The purpose of the 
survey was to get an idea of areas where the IT department could improve, which the IT managers could 
use to implement changes. 

Employee suggestions: The list of suggestions by Carlsberg employees was the result of a management 
initiative. Each employee of Carlsberg-IT was encouraged to come up with three suggestions to improve 
the relationship between IT and the business departments. The final list included 75 suggestions spanning 
areas of accountability and transparency. The employees were given 3 weeks to come up with 
suggestions. The purpose of the suggestions was to pinpoint areas that could be changed to improve the 
relationship with the business departments at Carlsberg. 

Satisfaction scores: The stakeholder satisfaction scores were collected by relationship managers in CIT. 
Scores were collected every quarter when the relationship manager met with stakeholders located in the 
different countries that Carlsberg-IT served. Twenty-two countries were asked to rate Carlsberg-IT. Data 
were available for the first quarter of 2011 and the last quarter of 2011. The scores reflected the quarterly 
performance of CIT in each country served, in terms development, stability of existing systems, and IT 
support. The purpose of the satisfaction scores was to keep an eye on the progress of the IT department. 

For each record, any issues identified in the relationship were noted and categorized. 

Conducting semi-structured interviews and analyzing the results – Data source two 
To explore the relationship between CIT and the business customers, 20 qualitative, semi-structured 
interviews were conducted. A semi-structured approach was chosen because I already possessed some 
knowledge about the area under investigation. The interview guide that was utilized can be found in 
APPENDIX B. The selection of interviewees was focused on achieving a good representation of the 
different countries that CIT worked with. The following countries were represented: Denmark, Sweden, 
England, Germany, Norway, and Poland (Exlid). Carlsberg’s Headquarters (HQ) was also represented and 
is classified as a country in the data. The position and roles of the people who were interviewed are 
displayed in Figure 16. 
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Figure 16: Participants in the interviews. 

Besides the interviewees from the countries’ business departments, four employees working within IT 
were also selected for interviews. These employees were selected because they wished to participate, 
because they had each been employed by Carlsberg for more than 5 years, and because they had been 
employed in both the business side as well as the IT department. The actual selection of participants was 
done in the following way: for each of the countries mentioned, the business relationship manager at CIT 
that was responsible for the country was asked to name three of their main contact points. These contact 
points were asked to sit for an interview, and the ones who accepted the invitation were interviewed. 
This approach was chosen to focus on the main contact points between CIT and their customers with 
regards to IT development and change. The questionnaire was tested on a “test-participant” beforehand 
to ensure that the language was clear and that the questions made sense in the research context. Based 
on the test interview, several of the questions were changed. All questions were open and not leading, 
in accordance with the interview guidelines of Andersen (2002). During the interviews, the main themes 
of the research were discussed. In addition, any additional themes that the interviewees wanted to 
address were also included if they related to the framework or propositions. 
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The interviewees’ answers were analyzed to consider new angles and explanations. After all of the 
interviews were completed, the recorded conversations were transcribed. As this content is rather 
voluminous, it is not included in the appendices. When the transcription was done, the data was analyzed. 
The analysis consisted of categorization of the issue according to the research concepts, followed by 
categorization of aspects of the IT-Business relationship that worked well. The result was a thematic list 
of the perceived issues. 

Observation by the researcher – Data source three 
During my three-year stay at Carlsberg, I observed several issues in the IT-business relationship. The 
experiences gathered were included as a data source as well. These observations were found to be 
important because they captured some of the complexity present when working with alignment, 
transparency, and trust, which can be difficult to capture in interviews or archival records. Furthermore, 
since Yin (2003) encourages observation mixed with interviews, I found that the observations provided a 
good extension of the data. The primary observations were from three projects that I participated in. 
These projects were 1) a standardization of the company intranet, 2) creation of a cost report for change 
requests for the customer, and 3) management of the change request area in the IT department. During 
my work on these projects, I periodically recorded my experience. Like with the analysis of archival 
records and interviews, the experiences were analyzed based on relational issues and the reasons behind 
these issues.  

Comparing the SP framework to the data - Analysis 
The last step of the interpretive portion of the research was to perform the data analysis. This was done 
using a corroboratory mode, where “data is collected from multiple sources but aimed at corroborating 
the same fact or phenomenon” (Yin, 2003). The benefit of corroboratory data collection is that “the 
quality of the results is usually higher than if only a single source of data is used” (Yin, 2003). Few fixed 
formulas exist to guide the novice regarding qualitative data analysis (Yin, 2003). This is because 
qualitative analysis is not about testing correlational strength using rigid statistical methods, but rather 
about interpretation, categorization and coding. The researcher is not entirely on his own, however, as 
several scholars have provided strategies for qualitative analysis.  

Yin (2003), who advocates a deductive qualitative method, provides guidelines for methods containing 
qualitative analysis. These guidelines consist of five important components that must first be clarified: 

1. The study’s questions 
2. Its unit(s) of analysis 
3. Its propositions, if any 
4. The logic linking the data to the proposition 
5. The criteria for interpreting the findings 

In the following text, I will discuss these components for the current research project as an outline of the 
method used in the qualitative part of the research. 

The study’s questions: The first component is the primary research questions. Yin states that the case 
study research is appropriate when it concern a process or relationship. Since the context for the study 
was the relationship between the IT and business departments at Carlsberg, this criteria was met. The 
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primary research question was presented and justified at the beginning of the thesis. It is “How do trust, 
transparency, and service quality interact within an alignment perspective, and what are the barriers in 
the process?”. 

The unit of analysis: The unit of analysis was the relationship between IT and the business departments, 
based on how interviewees perceived the relationship. The perception of the relationship by aggregating 
the understanding of each individual in the IT department and those in the business involved in IT 
development and change. 

The propositions: The propositions were based on the primary research question, the literature, and the 
SP framework. Seven propositions were created. 

The logic linking the data to the propositions: This is a more challenging area for most qualitative 
research (Yin, 2003). The data collected must be used to answer the propositions in some way. Yin 
presents four general strategies to link the data to the propositions: 1) relying on theoretical propositions, 
2) case descriptions, 3) a duality of qualitative and quantitative data, and 4) rival explanations. 

The option of using both qualitative and quantitative methods here was discarded because it required 
statistical analysis (Yin, 2003), and because the overall methodology selected (see METHODOLOGY) ruled 
out such an idea. Even though some of the records that were included contained quantitative data, these 
reports were used to support the interpretation of the qualitative data, not as a statistical argument. The 
case descriptions approach was discarded as well. This approach is most suitable if the purpose is 
descriptive. As discussed for in the chapter METHODOLOGY, this was not the case. 

Of the remaining strategies, rival explanations were found to be most fitting, although theoretical 
propositions could have been used as well, since a set of propositions had already been formed. Using 
the rival explanations approach provided another layer of explanation building compared to theoretical 
propositions alone. This layer helped build the interpretive understanding pursued in the methodology 
of Lee (1991). Yin argues that rival explanations can be used as a substitute for theoretical propositions, 
case description, and a duality of qualitative and quantitative data. Rival explanations were therefore 
chosen to provide answers to the propositions stated in FRAMEWORK & PROPOSITIONS.  

When using the rival explanations approach, several different rivals can be used, as shown in the figure 
below. 
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Figure 17: Different kinds of rival explanations (Yin, 2013) 

In looking at case study research, Yin (2013) found that most case studies use rival theories. This type of 
rival was also selected for this thesis, as it is found to bring the most value. The theory behind the 
framework was compared to the subjective understanding of the employees at Carlsberg using 
explanation building. Any conformity between what the data revealed and what the framework predicted 
was noted and used to validate the propositions. Thus, the issues in the relationship were explored and 
explained via the SP framework, and they were explained via the subjective understanding of the 
employees. The search for “discrepant evidence” via rival explanations was done according to the 
recommendations of Yin (2013). That is, I did not seek to discredit the rival explanations, but rather to 
establish their potency. After the rival explanations and issues had been discussed, it was determined 
which of the propositions that were valid. 

The criteria for interpreting the findings: For the mixed-methodology as a whole, the five research 
criteria of Lee (1991) were used (see METHODOLOGY). These criteria are discussed at the end of the 
thesis. One specific criterion, however, was that the case should not be extreme or unique. As shown in 
the discussion of the case in the chapter ABOUT CARLSBERG, this condition was met. Carlsberg is similar 
to other global companies in many ways. More details about this will be provided in the chapter 
DISCUSSION. Another criterion was that any data bias should be eliminated. This was mainly done by 
using multiple data sources. 

Together, the five guidelines of Yin constitute the method for the qualitative part of the research.  
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10.3 Chapter summary 
This chapter introduced the methods used in the interpretive portion of the research. The three data 
sources used were archival records, semi-structured interviews, and observations from project work 
performed in Carlsberg. The analysis included a comparison of the SP framework to the analyzed data 
using a rival-theory approach. The combination of the data sources and the analysis fulfilled the goal of 
the interpretive portion, namely to provide an adequate interpretive understanding that could be the 
basis for the subsequent positivistic understanding, and to provide an answer to the propositions stated 
in FRAMEWORK & PROPOSITIONS.  
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11 THE RELATIONSHIP FROM THE PERSPECTIVE OF IT 
In this chapter, I will discuss and analyze the gathered archival records. The aim of the chapter is to 
provide answers to the following questions:  

1. How is the IT-business relationship perceived by people in CIT? 
2. What issues exist regarding transparency, trust, and service quality? 
3. What are the reasons behind these issues?  
4. How is expectation matching performed in the IT-business relationship? 

The first and second questions were included to outline relational issues. It is important to understand 
these issues in order to determine how well the SP framework can account for the issues. The third 
question was included to gather additional data on any reasons identified. For instance, if a lack of 
resources is identified as an inhibitor for performance, then why is there a lack of resources? Is it due to 
unclear expectations, misalignment, a strategic choice, or something else? Asking “why?” makes the 
analysis more precise, rather than just accepting any answer up front. The fourth question was included 
in the analysis because it is directly related to one of the core ideas of the constructed framework. The 
current chapter will first describe the data sources (records) used and then provide an analysis of the 
sources according to the four questions above. 

11.1 Record:  xQ report by Franklin Covey 
The xQ report consisted of questions that the respondents could answer as true or false. The results 
therefore show how many of the respondent found a specific question to hold true. The most important 
questions and their scores are displayed in Table 18. The score represents the percentage of the 
employees who agreed with the statement. 

Table 18: xQ scores for selected areas 

Statement Score (max=100) 

I feel safe in expressing my opinions openly without fear of retribution 87 

We hold ourselves accountable for reaching out commitments on time 84 

I have a good relationship with my manager 84 

We express our views respectfully 81 

Our managers actively seek our opinions on how to do things better 77 

People are treated fairly – favoritism is not a problem 74 

We do not undermine each other 71 

We genuinely listen to each other, honestly seeking to understand the viewpoints of 
others 

68 
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We typically keep our most important goals in view 45 

We set goals that will please our customers 35 

We live by the principle that “your success is my success” 35 

I clearly understand the reasons for the strategic direction 29 

Our organizational goals are clearly connected to Carlsberg IT’s organizational mission 
and strategy 

29 

Our goals and the other units in Carlsberg IT are aligned to help us achieve our goals 25 

We routinely report to each other on our progress towards goals 23 

We regularly achieve better results because of how well we work together 23 

Rewards and consequences are clearly based on performance measures 19 

Carlsberg IT consistently honors its commitments to its people 19 

Our system and processes are aligned to help us to achieve our goals 13 

Carlsberg IT consistently honors its commitments to its business vendors  13 

We have the resources we need to achieve our goals 0 

At Carlsberg IT, we consistently meet the expectations of our customers 0 

 

Besides general statements, the IT employees also had the chance to specify the most significant barriers 
to achieving their goals. The top three barriers are displayed in Table 19. The full list can be found in 
APPENDIX H. 

Table 19: Reasons for not achieving goals 

Barriers for achieving goals  Score (%) 

Lack of resources 71 

Poor work processes 52 

Bureaucracy 39 

 
Lastly, the participants could provide comments about what Carlsberg IT could do better to achieve its 
most important goals. A selection of these comments is displayed in Table 20. 

Table 20: Suggestions for improvement made by the participants 
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Participant comment 

CIT should be more flexible and agile, have more "fast track" processes. CIT has become too bureaucratic and 
needs to come closer to the businesses. That goes for CIT, not only the BRMs.  

Harmonize more and more, global setup around countries 

I think that Project Management delivers what is possible within the current CIT frames. 

Level of communication within the team should be better, together with functional CIT processes. 

Make the goals known to employees. Have management support employees in achieving these goals. Get a 
management team (in SP) that actually want to do people management. 

Manage IT savings plan on topics under our responsibility and handle customer satisfaction. 

More team meetings, more visibility from management, more discussion within team on relevance of goals 

Most important goals must be agreed upon with local business to understand and accept all impacts. This must 
take place before announcement and implementation. All employees should understand and accept it to 
support the achievement of these goals. 

Project Management’s goals are defined by the projects they are engaged with. 

Speed up demand management - requests, minors, changes. 

 
After aggregating the scores for all questions asked in the xQ survey, the total score for Carlsberg-IT was 
46 for all areas. For an average company, this score was 58, while the top 10% of organizations taking the 
xQ test had a score of 81. The conclusion was therefore that Carlsberg was performing below average 
according to the employees in the IT department. 

11.2 Record: Employee suggestions 
To improve the relationship between the IT and the business side, 75 suggestions were provided by 
employees of CIT. A selection of interesting suggestions is displayed in Table 21. Some of these 
suggestions have been shortened or edited for the sake of readability. The full list of the suggestions can 
be found in APPENDIX A. 

Table 21: CIT employee suggestions 

Employee suggestion 

Everybody knows that IT people are boring and geeky. Everybody knows that IT projects are always delayed 
and exceed budgets—and never deliver what they were supposed to deliver! I suggest that we make a 
presentation of our staff, where we present ourselves as competent colleagues with several competencies. 
Break out of the grey mass and become individuals. A picture, a small presentation of his/her skills, a 
description of which type of project(s) he/she has worked in. Maybe also which challenges the person has met. 
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We should move away from "one-liners" where we guess wildly on project cost & duration for something that 
is hardly described. This does not require new staff – we can assign current staff. Establish a sort of a presales-
function in CIT, staffed by experienced colleagues. The output is a document describing the whole project and 
the effort required on the business side. Special focus on data & integration, where we often are mistaken. 
This will make estimation & scheduling far more precise – and we should describe the cost range and timeline 
with respect to the identified risks and uncertainties. 

I have experienced many times that our colleagues are afraid or not very eager to make direct contact with our 
customers/end users,  resulting in issues or questions being delayed, as the dialogue is not happening and a lot 
of time is wasted. Pick up the phone and contact the customer/end-user and they will be very happy about 
someone from CIT contacting them 

When asking the businesses what they think we could improve, it is to be faster in delivering our services, 
mostly our changes. If we could optimize our deliverables on these changes, I believe that we will experience 
much more satisfied customers. 

In some cases, the business needs CIT’s support within days and in that respect, it doesn't work to refer to our 
Demand processes or other processes, as the business needs decisions right away. In relation to these cases, 
we need to deliver specialist knowledge at once, even though we have to re-prioritize internally in CIT. 

Create clear communication packs to the key business stakeholders about what CIT offers as far as services and 
most importantly – what we do not offer. What can the business expect when contacting Service Planning – 
and what do we not support (rightly or wrongly, depending on viewpoint). Show examples of how a service is 
delivered (set expectations for lead times, etc.). What is our bandwidth? Can we scale up in any area or do we 
have clear limitations? Explain our mandate (standard solutions instead of perfectly tailor-made local 
solutions). 

There is a expectation that CIT should provide all the answers (solutions) immediately to all the business 
questions and needs. One way to learn how to improve on answers and solutions is to dive into reasons behind 
the business requests. Ask questions of the business to better understand their needs and requests. 
Sometimes we can actually offer "quick solutions" or "workarounds" that provide some immediate support / 
satisfaction whilst delivering the full service requested. 

Apparently, many of the business people I talk to regard CIT very well but are somewhat confused about how 
they should interact with us. Who is a BRM and what is a service manager, and how do I create a ticket, what 
am I supposed to receive when I create a ticket or a CR? … So I guess the interface can be more visible and 
somewhat easier. The business does not understand what it is we can deliver apart from a PC and fixing server 
problems. What other quality do we deliver? That is not visible or “just the name CIT” means ordinary IT and 
not the professionalism we also have! About the value and cost: The other day I learned CIT’s goal for our 
blended rates. This also has to be communicated or agreed upon with the business. I guess we will see that the 
business is more focused on value and we are focused on cost. We need to find a way to “mix this” and agree 
so that both “sides” better understand the parameters impacting cost and value. 

1. Budget/invoice/Service Line transparency. This includes: more details to ensure the business, the BRM and 
the Tax Auditors can understand the fees (e.g. it is not enough to have one line for all Microsoft licenses). Also, 
more transparency of invoice workflow (local to central, central to local). 
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Communicating in advance what we are doing, why, in which manner, and how it will affect the business. 
Communicate proactively on issues; people are reassured when they know that their problem is being 
addressed and an action plan is being created. Communicate our successes (make our own marketing). Have 
regular business-oriented CIT communication packs and enhance our communication skills  

In most situations, the business seems to view CIT as a technology provider in projects and initiatives. We have 
the skills and ability to both advise and drive initiatives that are changing both the business and IT landscape. 
Therefore, we should work towards establishing more 'complete/whole projects,' where we can drive both 
business and technology changes. We have the skills to do this. And we could do this on small as well as big 
projects. 

Have clear transparency on deliverables, responsibilities, knowledge that each CIT person has and possess – 
but in a very concrete form. Make it a habit to update your list of tasks solved. This constitutes, then, a 
database for searching for help. And make it possible for everybody to update this list, incl. users in the 
business. Get away from doing the coordination we spend a lot of our time on. Be responsible and try to solve 
the tasks and questions coming in. When you then figure out who possess the capability to solve the task – 
update their database (from above). 

Improve clarity regarding ownership of different elements (processes, infrastructure components). Especially 
after recent changes, it seems there are still some 'grey zones' (e.g. handling of local infrastructure refresh, 
system upgrades/patches, RFS/TCR process and roles within it). If needed, communicate/agree on it with 
external vendors (e.g. IBM, Verizon). 

 
The remainder of the chapter will provide an analysis of the data based on the above two data sources 
(xQ survey and employee suggestions) and the questions asked in the beginning of the chapter. This 
analysis will be used in the subsequent analysis. 

11.3 How is the IT-business relationship perceived in CIT? (Q1) 
The image painted by the Franklin Covey report is that of a relationship with a very poor perceived 
performance. None of the IT employees stated that they consistently meet customer expectations and 
only 13% agreed that they honor their commitments to their business vendors. Moreover, only a few of 
the employees believed that systems and processes are aligned to achieve the right goals. The problem, 
according to the IT employees, is that they lack resources to do the job properly and that the department 
has poor working processes. The poor performance is not ascribed to the work environment, however. 
The IT employees stated that they can express their opinions freely, that they are treated fairly and a 
good relationship exists between the employees and their managers. The perception is that IT projects 
are always delayed, exceed budgets, and never deliver what they are supposed to deliver. 

When looking at the IT employees’ suggestions for improving the relationship, the suggestions were 
about making contact with the business side, communicating more frequently with the business 
employees, and being more flexible regarding development, among others. The most repeated 
suggestions were to improve transparency, for example, by creating “communication packs,” 
“communicating in advance what we are doing,” and “improving clarity of ownership of different 
elements after organizational changes.” A few of the suggestions also suggested improving 
communication internally within the IT department to align goals and discuss the goals’ relevance. 
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Summary of first question 
The general impression of the IT-business relationship is a relationship with poor performance. 
Expectations for change requests are not met, commitments to the business are not honored, and 
communication could be better, since this concept was so frequently emphasized. The working 
environment in the IT department, however, is good, as employees can voice their opinions freely and 
feel that they are treated fairly by their managers. 

11.4 What issues exist regarding trust, transparency, and service quality? (Q2) 
To identify relational issues, the entire list of employee suggestions were categorized based on issue type. 
For example, a suggestion to provide more agility and flexibility in CIT was categorized as a performance 
issue. After all the issues had been categorized, the categories that concerned trust, transparency, and 
service quality were selected. The table below lists the categories and the associated issues. 

Table 22: Issues regarding trust, transparency, and service quality 

Issue Category Description 

Transparency The communication from managers to customers is poor and the internal 
communication between employees is lacking.  
 
Lack of communication of what IT offers and does not offer. Severe lack of 
communication about how changes and delays affect the customers and the 
persons accountable for deliveries.  
 
The strategic direction of IT is unclear and its goals are not clearly connected to 
group’s strategy.  
 
The communication from management about the direction and structural 
changes is inadequate and sometimes completely absent. 

Trust We lose credibility in the business when estimating “like the wind blows”.  
 
Ask questions to the business to understand their needs and requests.  
 
We need to have predictability and trust in the work we do.  
 
Ensure that the contracts are fulfilled, define measures, and take appropriate 
actions if not. This will increase the trust of the customers. 

Service Quality The change request process is rigid and complex.  
 
Bottlenecks exist when waiting for vendors, allocating the right resources, or 
doing development.  
 
End-to-end process time is too long, resulting stakeholder expectations not 
being met.  
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The internal processes are used wrongly. The input and outputs for each process 
are informal and confusing. 

 
For transparency, two types of communication issues stood out. The first type was a lack of 
communication about what IT offered and did not offer, and a lack of strategic information. This type has 
some of the characteristics of planning transparency in the SP framework (FRAMEWORK & 
PROPOSITIONS). The employees requested information that told about the domain of the IT department 
and what could be expected of the department in terms of services. The other type of communication 
requested was information about how changes and delays (to projects) affected the customers and the 
persons accountable for deliveries. This type has is similar to service transparency in the SP framework 
(FRAMEWORK & PROPOSITIONS).  

For trust, the main issue was predictability. Poor estimation, instability, and not understanding the 
business needs were negatively associated with trust in the suggestions. Moreover, the IT department 
should establish measures to track their performance on contracts and make sure the contracts are 
fulfilled. 

For service quality, the main issue was the change request process. This process was found to be rigid, 
complex, misaligned with stakeholder expectations, and sometimes used wrongly by the IT employees. 
The consequence is that the level of service quality in the relationship between IT and business suffers 
and that the business has to wait far longer than expected when initiating and implementing IT changes. 
This situation was also identified in comments like the following: “In some cases the business needs CIT’s 
support within days and in that respect it doesn't work to refer to our Demand processes or other 
processes, as the business needs decisions right away”. 

Summary of second question 
Issues regarding transparency, trust, and service quality were identified in the data. These issues included 
poor communication regarding planning and service transparency, a lack of predictability and poor 
estimation of cost and time required to develop change request, and a change request process that was 
misaligned to the expectations and needs of the business customers.  

11.5 What are the reasons behind the issues? (Q3)  
In the xQ report, the employees were asked to provide reasons for the main issues in the relationship 
between IT and their stakeholders. A fragment of this list is displayed in the table below. 

Table 23: Main reasons for issues 

Barriers to achieving goals  Score % 

Lack of resources 71 

Poor work processes 52 

Bureaucracy 39 
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Unfortunately, this list was not complemented by qualitative data. Therefore, it was difficult to unfold 
each perceived reason in detail. The data in Table 23 show that the biggest barrier to achieving goals was 
a lack of resources. Based on the comments in Record: Employee suggestions, these resources include: 

� Time for estimating the work required to develop and implement a change requests. 
� Amount of people with the right skillset available for IT related work. 
� Time available to conduct meta-tasks such as creating overviews. 

It is interesting that a lack of resources was found to be the biggest barrier to achieving goals. Currently, 
the overall budget for CIT is determined jointly by the headquarters in Carlsberg (HQ) and the top 
managers in CIT (cf. ABOUT CARLSBERG). This means that the number of employees hired and consultants 
used is decided jointly by CIT and their stakeholders. When employees in CIT emphasize that resources 
to satisfy the requirements of customers are lacking, and the customer have a say in the total available 
resources, this suggests a gap in alignment or transparency. Two explanations can be provided for this 
observation: 1) expectations are not managed properly. If expectations were clear between stakeholders 
and the IT department, it would also be clear what resources would be required by CIT to deliver 
according to these expectations; or 2) managers are under the impression that the resources allocated 
should result in a higher service level than currently experienced. 

The second largest perceived barrier was poor working processes. The processes were described as slow 
and rigid (Record: Employee suggestions). The change request processes do not scale with requirements, 
as indicated by one of the suggestions. If the business requests a very small change, such as changing a 
text field on a webpage, a complex and rigid process must be followed. The process is considered a “one 
size fits all” process. The consequence is that even small changes can take half a year to complete. In 
addition, many people are involved in the change request process, which is a consequence of the many 
steps from start to finish (cf. ABOUT CARLSBERG), adding to the management and coordination activities 
required. 

The third largest perceived barrier was bureaucracy. It is unknown what bureaucracy means in this 
context. Yet, having observed the IT department’s work for three years, I believe bureaucracy should 
most likely be understood as complex work roles, processes, and specific requirements that slow down 
work. One of the comments by an IT manager was that people should “get away from doing the 
coordination we spend a lot of our time on. Be responsible and try to solve the tasks and question coming 
in.” 

Summary of third question 
The three primary reasons for the issues were a lack of resources, poor work processes, and bureaucracy. 
Lack of resources is interesting because CIT determines the amount of resources jointly with the 
headquarters in Carlsberg. If Carlsberg IT can choose the amount of resources it has access to, but still 
does not perform consistently, then this points to a lack of expectation matching. Poor working processes 
were another reason why a lack of resources was such a great barrier. If the management finds that the 
problem is the structure and not the people, then it is possible that they will try to repair the structure 
instead of assigning new resources. The third greatest barrier was bureaucracy. Some of the comments 
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mentioned that people hide behind the process and therefore do not take responsibility. While this 
comment concerns employees in the IT department, it could also point to overly complex processes, such 
as the change request process. 

11.6 How is expectation matching performed in the relationship? (Q4) 
Expectations are part of the definition of trust and service quality (TRUST THEORY) and it was 
hypothesized that expectations constitute an important part of the trust/transparency relationship in the 
SP framework. To explore whether expectation matching influences the IT-business relationship at 
Carlsberg, the concept was investigated further. The general level of expectation matching was assessed 
to be below average, since the Franklin Covey survey found that 0% of the employees in IT felt they met 
the expectations of the business. Moreover, the IT employees’ suggestions contained hints about the 
level of expectation matching performed. Some of the suggestions below emphasize areas where 
expectation matching are inadequate. 

� What can the business expect when contacting IT - and what do we not support? 
� Which services are delivered? 
� What is the bandwidth?  
� Can CIT scale up in any area or are there clear limitations?  
� What is the mandate and principles (standard solutions instead of tailor-made local solutions)? 

Based on the suggestions, it seems that several important areas are not clear within the IT-business 
relationship. For example, it is not clear what IT can deliver, what the limitations to their deliveries are, 
and what their principles for development are. These areas indicate that the amount of planning 
transparency between IT and the business is low, and the SP framework would predict that this would 
have a negative effect on transparency and trust. This idea will be explored in the chapter THE 
INTERPRETIVE ANALYSIS. 

Summary of question 4 
Based on the suggestions of the IT employees, expectation matching is lacking for several areas. What 
can be expected and not expected from a customer point of view is not clear in terms of services, 
bandwidth, limitations, and principles. 

11.7 Chapter summary 
The general impression of the relationship between CIT and the business, according to the archival 
records, is a relationship with poor performance. Expectations for change requests are not met and 
commitments to the business are not honored. The poor performance was ascribed to a lack of resources, 
poor work processes, and bureaucracy. Regarding the concepts of trust, transparency, and service quality, 
issues were identified concerning all of the three concepts. These issues include poor communication 
about planning and service transparency, a lack of predictability and proper estimation, and a change 
request process that was misaligned to the expectations and needs of the business customers. For the 
expectations of the business in general, it was found that expectations are not clear for areas such as 
services offered, bandwidth, limitations, and principles.  
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12 THE RELATIONSHIP FROM THE PERSPECTIVE OF THE BUSINESS 
The purpose of this chapter is to elaborate on the relationship between the IT department and its 
business customers at Carlsberg. The previous chapter focused on the relationship from the IT point of 
view based on archival records. This chapter focuses on the relationship from the business point of view 
based on interviews and records. The aim of the chapter is to answer the following questions: 

1. How is the IT-business relationship perceived by employees in the business departments? 
2. What relational issues exist regarding transparency, trust, and service quality? 

These questions will be answered below, after the data sources have been presented. 

12.1 Record: Stakeholder satisfaction survey 
The stakeholder satisfaction scores are displayed in Table 24. These scores measure the business 
employees’ satisfaction with change requests after they have been delivered. Whenever a change 
request is handed over to the business, they are asked to rate the delivery. The maximum score is five 
and the lowest is one. 

Table 24: Summary of key performance indicators for the change request area. 5 is highest and 1 is lowest 

KPI (n=79) Score (max=5) 

Did the delivery meet business requirements? 3.78 

Did the delivery meet your expectations? 3.65 

Did the IT department act with a proper sense of urgency? 3.22 

Were you properly informed about changes during development? 3.08 

 
The scores in Table 24 points to an above average satisfaction with change requests, where the weakest 
area is the area measuring whether the business was properly informed. Examining the numbers in detail 
yields the following statistics. 

Table 25: Frequency statistics for satisfaction 

Satisfaction with change request Number 

A satisfaction score between 1 and 2 6 (6%) 

A satisfaction score between 2 and 3 14 (17%) 

A satisfaction score between 3 and 4 26 (32%) 

A satisfaction score of 4 or more 36 (45%) 

 
The statistics in Table 25 reveal that most change requests were delivered with a satisfaction score of 3 
or higher. Besides the quantitative data presented, stakeholders also supplied comments about the 
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delivery of change requests. A selection of these comments and total scores for the change requests are 
outlined in Table 26. The total scores are the average score given by the individual commenter for the 
four areas shown in Table 24. Higher is better. 

Table 26: Comments supplied with change request scores 

Comments Score (max=5) 

The [developed] system cannot go live because the customer has electronic invoicing. 
Therefore, the customer does not have what is required. 

2.3 

Slow process in understanding requirements and coordinating activity. 3.3 

1. CR was created on 05.12.2011, delivery was one year later. [scored on 09.12.2012] 2 

1. CR was created on 10.11.2011, delivery was one year later. [scored on 09.12.2012] 2.3 

It took too long before the right resource was found. 2.3 

The completion has been taking an excessively long time. 3.3 

Delivery time too long 3 

I do not know if it was Verizon or CIT – but I know we got our access point mounts after we 
expected it. 

1.3 

Poor communication from lead 3.3 

It was one of the promised CRs for June, but delivered in September. 2.3 

The date of delivery for the Verizon Switch is far too late 2.6 

Process "end to end" time should be decreased 5 

A lot of re-testing was done due to the QA system not being properly maintained. 2.3 

It is always a pleasure to work with people who are competent and who know what’s 
possible and what’s not.  

3.3 

Delivery time far exceeds what is acceptable for requests of this kind. 1 

This CR should have been unnecessary, because “what was working yesterday and is not 
working today is an incident.” 

2.6 

CIT is always in control. 2.6 

 
A quick examination of Table 26 reveals that most comments concerned delivery time. In fact, 11 of the 
17 comments were about delivery time being exceeded or not meeting expectations. The remaining 
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comments were about requirements not being met, poor communication, or wrong use of the change 
request end-to-end process. Only 2 of the 19 comments were positive. 

12.2 Record: Country satisfaction scores 
Satisfaction scores for the IT department were measured in the first and last quarters of 2011. These 
scores were collected from the different countries served by CIT. Only one person was surveyed for each 
country. Hence, the scores only represent the view of the main contact person in each country and are 
therefore dependent on that person’s individual viewpoint. Notwithstanding this bias, these scores are 
included to identify the range of satisfaction scores for the countries. The total scores for each country 
are displayed in Table 27. 

Table 27: Scores for each country served 

Country Average score 
(max=10) 

Italy 7.5 

Finland 7.0 

Serbia 7.0 

France 6.88 

Greece 6.13 

Switzerland 5.75 

Sweden 5.2 

Germany 5.0 

Poland 4.88 

Norway 4.25 

Estonia 4.13 

CGP 3.88 

UK 3.75 

Headquarter (HQ) 3.38 

Denmark 2.13 
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The data in Table 27 reveal a high variance for the satisfaction scores. The mean is 5.21, which is a little 
above average. The standard deviation is 1.37. Although the standard deviation is low, there is quite a 
difference between the lowest (2.13) and highest (7.5) score. 

12.3 How is the relationship perceived by the business departments? (Q1) 
When looking at the data from the records for each individual country, there was a huge spread regarding 
how the relationship is perceived. The countries with the lowest satisfaction scores (HQ, Denmark, and 
the UK) had an average total score of only 3.08, whereas the top country had a satisfaction score of 7.5. 
For customers who were very dissatisfied, the dissatisfaction seemed to emerge from change requests 
that did not meet the estimates or estimates that did not correspond to the customers’ requests. In 
general, however, the IT department scored above average on how well they delivered change requests, 
with an average satisfaction score of 3.43 out of 5. 

When looking at the data from the 20 interviews conducted (cf. THE INTERPRETIVE METHOD), the 
interviewees generally began the interview by emphasizing positive elements in the relationship. These 
elements primarily related to the integrity of the employees in the IT department. Several interviewees 
stated that people in the IT department work hard, are truthful, and act with candor. The interviewees 
also stated that they trust the information received in most situations. In the latter portions of the 
interviews, however, the relationship with Carlsberg IT was perceived as being very poor. In 18 of the 20 
interviews, issues with delivery time and broken expectations were emphasized. The main themes were 
that the IT department cannot be trusted regarding deliveries, that they have a negative record of 
accomplishment, and that they are very far from the business side’s mindset. When contacting CIT, it 
seems like “the right hand [does] not know what the left hand [is] doing” (Business IT manager in 
Denmark), which results in frustration because it is uncertain when delays will be resolved.  

Summary of the first question 
According to the interviewees, the relationship between the IT department and business departments is 
perceived as inferior and unsatisfactory. All of the interviewees emphasized negative elements and only 
about half of the interviewees emphasized positive elements. The positive elements were that the 
integrity of the employees can be trusted, that the employees work hard, and that information disclosed 
by the IT department can be trusted. The negative elements were that delivery times are often exceeded, 
that large projects have failed, and that the IT department is slow and rigid in responding to requests 
from the business. The consequences of the negative elements were a low degree of trust and frustration 
from the business side. The business needs to address and implement changes quickly to stay competitive 
in the market, but this is made difficult if the IT department is perceived as cumbersome and rigid. The 
opinions of the interviewees were not supported by the archival records. These records showed that the 
general satisfaction with change requests was above average. Moreover, the records showed that the 
satisfaction scores varied greatly between the different countries. 

12.4 What issues exist regarding transparency, trust, and service quality? (Q2) 
Besides questions about the relationship in general, some of the interview questions also concerned 
current issues in the relationship. To process the large amount of data, each issue was coded according 
to the type of issue and the data was then synthesized. Then, the issues regarding the primary concepts 
of transparency, trust, and service quality were selected. Besides these issues, issues with understanding 



THE RELATIONSHIP FROM THE PERSPECTIVE OF THE BUSINESS 
 

Page 103/245 

and expectation matching were also included, since these concepts are part of the SP framework. An 
overview of the issue categories is provided in Table 28. 

Table 28: A merged list of issues emphasized by the business interviewees. 

Issue category Description 

Trust The business customers do not trust the IT department based on experiences and 
rumors. 

Service quality In some situations, the IT department has been unable to deliver changes of 
adequate quality, because they are unable to function according to what the 
business has requested. 

Transparency  The level of communication has fluctuated, resulting in the business often being 
“left in the dark,” even when they are greatly depending on a delivery from the IT 
department. 

Shared understanding The IT department does not have a sufficient understanding of the business and the 
business’s prioritization. The business does not have the knowledge that IT 
demands. 

Expectations The IT department has not provided an adequate overview of what the business 
can expect regarding services and costs. 

 
In the following section, I will expand on each category based on the comments made by the interviewees. 

Trust 
Two interviewees (Business manager, Norway; Business developer, Sweden) found that IT delivered 
successful changes and provided adequate support, yet the rest of the interviewees were dissatisfied 
with IT’s services in some way. Fourteen of the interviewees directly expressed that IT had acted in such 
a way that had negatively influenced the level of trust. A major concern regarding trust was the delivery 
of change requests. A financial manager in Carlsberg HQ elaborated: “The relationship between IT and 
business is good, but I’m not satisfied with the delivery […]. The worst you can get is surprises regarding 
delivery time and economy. And when IT delivers late, and you expect to start from a certain date, and 
you have promised someone some things, and you have said that this is ready for test at a certain point 
in time, and schedule training in this new system or setup, and people have reserved the time, then [when 
IT is delayed] it throws away all plans, and people waste their time, and it gets more expensive.” Because 
the consequences of broken promises are great, only a small number of transgressions were required 
before trust deteriorated.  

An area that was frequently emphasized by the interviewees was that IT would never delivered within 
time or within budget. Projects were always late, or if they were delivered on time, they would cost more 
than initially estimated. In fact, four areas were often emphasized that accounted for the low degree of 
trust. One interviewee (Business development manager, HQ) proclaimed that “the estimates [for the 
development of change requests] we have been provided have not been kept at all. And it’s not only 
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estimates on man days, also budgets are wrong. Scope, timing, budget, and functionality are wrong. But 
the worst is functionality, when you use a system which does not work.” The areas responsible for the 
perceived low degree of trust—scope, timing, budget, and functionality—were emphasized by several of 
the interviewees. One interviewee (Financial Director, Germany) emphasized delivery time and economy, 
one interviewee (Vice President NE, HQ) emphasized functionality, and two others emphasized scope 
(Financial manager, Exlid; Business IT manager, Denmark). When asking the interviewees how much they 
trusted CIT, the initial answer was to ask what I meant by trust. When given the definition provided in 
TRUST THEORY, the interviewees would generally say that they did not trust the IT department because 
of experiences with late deliveries, wrong functionality, lack of transparency, and exceeding cost. One of 
the interviewees (IBM Relationship Manager, Denmark) had only been in the organization for 1½ months. 
Yet, when talking with her, she still emphasized issues from 2 years prior and found the IT department 
“to be very slow and problematic.” When asked why she found IT to be slow and problematic, she 
mentioned that is was because of all the stories she had heard from colleagues at Carlsberg Denmark. 
Due to these rumors, she trusted the IT department less, and was less inclined to meet and align with the 
department regarding new projects and change requests. 

Based on the statements by the interviewees, the issues with trust concerned the competence-based 
dimension of trust in the relationship (see TRUST THEORY). There were no issues regarding integrity or 
benevolence-based trust. 

Service quality 
A general view that 18 of the interviewees held was that CIT has trouble delivering on time, within budget 
or delivering the agreed-upon functionality. Statements about the level of service quality included: “CIT 
is simply not fast enough”, “We had three projects where we worked with CIT […]. For the first project 
we got an estimate of 46 man days, and it took 40 months to complete” and “We have had some requests 
that have been delivered very late, or at a much large price than first estimated.” One employee (Financial 
Director, Germany) jokingly recounted a rumor that you should always double the cost estimated by CIT 
to get the actual cost. Not delivering according to estimates had large consequences for the business 
because the business had typically planned for training (associated with the change) in advance. Several 
of the interviewees emphasized that the frequent failure of CIT to keep its promises was the main reason 
for the lack of trust. 

When speaking about service quality, sometimes the conversation concerned the services delivered by 
IBM. Two interviewees (Communication Consultant, HQ; Migration Manager, Denmark) reported that 
they were satisfied with the services from IBM and thought that the IBM helpdesk was professional. 
Others who used the helpdesk more frequently found the quality to be very inconsistent. The problem 
was, as told by one interviewee (Business development NE, HQ), that sometimes you would get a hold of 
a very qualified person in the helpdesk who was able to solve the issues fast and effectively, but you could 
also get a person who did not understand the business department’s setup. One interviewee (Business 
& IT development manager, Sweden) also emphasized that the culture at CIT was different from that of 
the business departments and gave an example where an IT employee would not help because he was 
off work in 5 min. In the business, the culture was that you would use the time available to make things 
work even if you are off work in 5 minutes. As a result, CIT was perceived to have a different mindset 
than the general mindset in the business. Another issue relating to service quality was that CIT had a 
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tendency to forget tasks such as change requests. For instance, one interviewee (Business IT manager, 
Denmark) said, “When I participated in my first steering meeting we went through the change requests 
with CIT, and then we stopped at one of the famous change requests which we have requested for almost 
1½ year. And the message was that, well it is only 10 min work, but we don’t have the resources available.” 
The interviewee respected the fact that no resources were available, but now with so much time having 
passed, she found that either IT should “do the damn assignment” or they should tell the business that it 
would not be done. 

Based on the statements of the interviewees, the main issues were related to the reliability, 
responsiveness, and the assurance dimensions of service quality (see Trust and service quality). The 
issues were that agreements were not adhered to (reliability), that CIT did not provide fast support 
(responsiveness), and that the business did not feel secure in their transactions with CIT (assurance). No 
issues associated with the empathy or tangibles dimensions of service quality were found. 

Transparency 
Lack of transparency was an issue that ten of the interviewees emphasized. These interviewees were 
from Denmark, Sweden, HQ, and Poland (Exlid). The following three claims were frequently made: 1) 
there was a lack of task information, 2) there was a lack of overview data (data to better understand the 
situation of CIT), and 3) there was a lack of relevant communication.  

Task information was an area that was frequently emphasized as being problematic. Several of the 
interviewees gave examples of breakdowns in services, where the amount of transparency was 
inadequate. For instance, one employee (Business IT Manager, Denmark) could not work because her 
Outlook application was offline. Calling CIT started the incident process but she had no knowledge of 
when Outlook would be repaired and no information was provided during the repair process. As a result, 
she wondered whether anything was being done at all. For changes and projects, the information 
disclosed was perceived as being very inconsistent with regard to quality. Sometimes, the project 
manager on a project would provide adequate and relevant information and sometimes the amount of 
information received was very limited or was the wrong type of information. For minors, the quality 
fluctuated even more. As one interviewee (Business Developer, Denmark) emphasized, “It takes a very 
long time for doing change requests and that kind of stuff. And I don’t know what the time is used on 
because transparency is lacking. The functionality is typically OK, but the time required is not very good.” 
In a similar vein, one employee (VP Group Finance, HQ) perceived CIT as a black-box communications-
wise. The most important information was information about overrun of budgets and delays. Delays 
especially should be communicated instantly when known. “No surprises” was a mantra that several of 
the interviewees at HQ repeated. However, information was also necessary in order for the business to 
evaluate whether they had done things in the right way. As one interviewee (Business & IT development 
manager, Sweden) stated, “Sometimes, there are requests which are never being developed. And you 
can’t really say why they are not done. Is it because the demands we provide are stupid? Or is it perhaps 
they don’t know how to make the requested change?” 

Lack of overview data was found to be a problem mainly for financial reports, performance, and processes. 
For financial reports, the problem was that although a specific report would contain the required values, 
it would be impossible to see how some of these values were calculated. For instance, one interviewee 
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(Vice president NE, HQ) said that it was “fine to know how much they had to pay for incidents, but when 
they could not see how the value was calculated, and how the cost was split between their department 
and other departments, then the information was less valuable.” Regarding performance, two employees 
(VP Group Finance, HQ; Business developer, Denmark) found that they lacked data about how CIT 
performed in terms of delivering change requests within budget and time, and how many incidents they 
solved: “Earlier, you got an overview of projects delivered on time, to price, etc., but I don’t see those 
statistics anymore. And I think this is important information to get, for me, and to manage expectations.” 
Other missing data included information on what time was spent on in the development and 
implementation of changes. This was echoed by several of the interviewees. For instance, the business 
process manager at Carlsberg Denmark stated, “I don’t think the IT processes are proper and provide the 
right overview. They lack transparency about what IT uses money on, and what’s going on in general.” 
Regarding change requests, four of the interviewees requested more transparency when starting up a 
change in cooperation with CIT. When asked to elaborate, they said that what they really needed was a 
one-page overview of the phases that they had to go through when starting up a change request. This 
could also help them clarify what they needed to do so that the change would be successful.  

The relevance of data was also brought up. Three of the interviewees (Vice president NE, HQ; Financial 
manager, Exlid; Business developer, HQ) found that much of the information communicated was not 
relevant. This issue was illustrated in an example where a 30-page project report was received, of which 
only half a page was read and the other pages discarded. When asked which information the interviewees 
would like from CIT, one interviewee (Business IT manager, Denmark) said that she had never been asked 
that by CIT directly, indicating that CIT had never evaluated whether what they communicated was of 
value to the business employees. Information disclosed by CIT was found to be trustworthy by most 
interviewees. Regarding a lack of relevant transparency, the inability of IT to promote the IT department 
was emphasized. One interviewee (VP Group Finance, HQ) elaborated, “I don’t hear about many 
successful stories with the IT department, but I hear about many things where it didn’t work. And it 
doesn’t have to be like that, as the things are too banal to accept.” Another issue was the link between 
transparency and accountability. One interviewee (Business & IT Development Manager, Sweden) said, 
“When I create requests I don’t know who is accountable, […] and when I cannot trust the estimates, I 
want to see what the status is. Why isn’t something happening and when will I get what I need?” 

When asked about how transparent the business was towards IT, most of the business interviewees 
stated that they were transparent but could improve. It was difficult to be transparent when they had 
experienced all these issues with the IT department, because why should they? Two of the managers 
(Business & IT, Denmark; Financial Manager, Sweden) admitted that IT was informed last, or in some 
cases not at all, because the business did not want anything to do with IT. 

Based on the statements of the interviewees, the issue concerning transparency was mainly about 
operational information (Alignment and communication). The interviewees perceived CIT as a black box 
and they wanted to know about delays and budgets overrides so that they could adjust accordingly. 
Moreover, some of the issues revolved around the lack of an overview of CIT performance and what the 
interviewees could expect. The types of transparency included in the SP framework fit well with the 
requests made by the interviewees. The interviewees lacked information about predictive expectations 
(when will my request be finished?), and information about normative expectations (what can I expect 
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when I start a new project?). Lastly, there was an issue with communicating the wrong information, since 
the information needs of the business had not been considered. 

Shared understanding 
Eight interviewees emphasized that IT lacked an adequate business understanding and that IT was very 
far from the business. These employees were located in Denmark, Sweden, and HQ. When asked to 
elaborate on what being far from the business meant, the most frequent answers were that IT did not 
understand the critical areas that the business focused on, and that they did not have an adequate 
understanding of the business architecture, and as a result, could not correctly translate business goals 
into IT specifications and requirements. One interviewee (Business Developer, HQ) stated, “IT and 
business seems like two separate functions […]. And these two functions are completely detached from 
each other. And each function finds that their reality is the right reality. The main difference between IT 
and the business is that IT does not have a proper business understanding. What is important, who is the 
customer, what knowledge do we have, and how can we be flexible?” This was echoed by another 
interviewee (Business IT manager, HQ): “IT has to be closer to the business […]. You need people who 
understand the business and can translate that to IT language. Quite often, you have people who speak 
IT language, but do not speak the business language. Or who speak business language, but does not 
understand IT. Right now the capabilities are not there.” IT employees were also found to include the 
business too much in technical issues. Two interviewees (Vice President NE, HQ; Business & IT 
Development Manager, Sweden) found that CIT asked about things that they should know themselves. 
This resulted in a great deal of communication that the business did not expect. Furthermore, one 
interviewee (Vice president NE, HQ) emphasized that it seemed as though CIT assumed that the business 
had a more extensive knowledge of the technology aspect of their projects than they really had. This was 
based on, for instance, the templates, which they had to fill out when starting change requests. Three of 
the interviewees could not see the value in submitting the templates because they could not understand 
what the information was used for, while another employee (Business IT Manager, HQ) found the task 
too complex and difficult due to lack of information. One example was provided by the business-IT 
manager at HQ: “Some days ago I wanted to order a database. It would take me […] six minutes to do 
myself but I have to use the IT department. After three hours, I had created the change request in the IT 
system. Then it took three days before the IT department returned and said that it would cost 52,000 
DKK.” The manager considered the three hours an utter waste of time since it would have only taken him 
six minutes to do the actual work. According to the interviewee, IT seemed to expect a much greater 
technical understanding of him than he had. This was echoed by another interviewee (Business process 
manager, Denmark), who stated, “Sometimes I get a feeling that we are expected to know a lot about IT, 
but we are only business people, we are not into IT.” 

Another example provided that indicated that CIT was far from the business was that CIT acted as an 
opponent and not a partner. For instance when developing changes, the business view was that CIT 
should support the business and “do as they are told” (Vice President NE, HQ), but CIT was sometimes 
seen as seeking conflict and acting as an opponent, questioning the idea and business plan that the 
business had produced. This was a particular problem when CIT interfered in business matters about 
which they were perceived to have little understanding. For one of the interviewees (Financial Manager, 
Norway), IT was perceived as a know-it-all department when the business came with suggestions or 
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changes they would like to have implemented. Another interviewee (Business Developer, Denmark) 
emphasized that CIT did not request alignment meetings where business representatives and CIT could 
discuss the status of change requests and provide feedback to one other. The choice of not holding such 
meetings was perceived as a signal that CIT was not interested in improving its service. The role of the 
BRM20 was found to be adequate and valuable, but two of the interviewees (Business IT Manager, 
Denmark; Migration Manager, Denmark) wished for someone with a better understanding of their 
specific area. As there was only one BRM for each country, they were found to be too busy and to cover 
too broad of an area. One of the interviewees (Business Development Manager, HQ) suggested that CIT 
should create a service partner for each critical business area, who would be responsible for advising and 
managing the contact with the business. 

Expectations 
Six of the interviewees mentioned issues with expectations not being met. These employees were located 
in Denmark, Sweden, and HQ. The most frequent claim was that the business did not know what they 
could expect from IT regarding services and cost. For instance, one interviewee (Business & IT Manager, 
Sweden) mentioned, “The relationship between IT and business could be a lot better. I think that the 
business expects a very high level of service and they do not get that [level of service]. We have an 
agreement with CIT for a certain service level, but it is lower than before. And we are not informed about 
why.” This statement was confirmed by another interviewee (Business IT manager, Denmark), who 
mentioned, “I would have expected that IT would have performed a lot better than I’ve experienced so 
far.” During the interviews, three employees gave examples of initial expectations of the IT department 
that were later proven wrong. For instance, one interviewee (Vice President NE, HQ) said that he wanted 
to utilize the IT department because he wanted internal project managers. However, he later realized 
that IT used external project managers and therefore the initial reasons for choosing CIT were incorrect. 
The same interviewee thought of CIT as an electrical retailer, where you say what you need, order it and 
then come back later to pick it up. However, he found that CIT wanted to involve him in discussions about 
the project and consulted him frequently throughout the development process “with things he had no 
knowledge about.” This resulted in much frustration. Because of the lack of expectation matching, two 
interviewees (Business IT Manager, Denmark; Migration Manager, Denmark) wished they had contracts 
with CIT about what should be delivered: “We don’t have contracts with CIT about what they expect to 
deliver, what their cost is and so on.” The lack of expectation matching resulted in problems with planning. 
CIT was always found to be behind schedule, so “you never knew what to expect” (Migration Manager, 
Denmark). When you do not know what to expect, it is impossible to schedule training. 

Another issue was that several of the employees at Carlsberg Denmark (Business IT Manager, Business 
Process Manager, Business Developer) could not understand why they could not get IT changes accepted 
when they had the required money to pay for the changes and a solid business case. Currently, each 
country had a fixed amount of money available each year to spend on IT development. This number was 
determined by the amount of beer each country sold (cf. ABOUT CARLSBERG). The fact that the 
interviewees were limited by the IT department, even though they were willing to pay for IT services, was 
difficult to accept. The interviewees expected that IT would be like a retailer and if you had the money 

                                                           
20 Business relationship manager (see operating model in  



THE RELATIONSHIP FROM THE PERSPECTIVE OF THE BUSINESS 
 

Page 109/245 

required, you could get the service. One interviewee (VP group finance, HQ) compared the IT department 
to a retail shop: “Does a shop refuse customers if they are willing to pay for the products?” Even if some 
of the interviewees knew about IT’s structure and the reasons for utilizing such a structure, they were 
still unsympathetic about the way it was done. The structure was not found to “live up to what you would 
expect of a modern IT company.” For those interviewees who did not know about CIT’s cost allocation 
model, the fact that CIT refused to implement their projects resulted in mistrust and confusion. Because 
CIT could never accept requested changes, they were perceived as always over-allocated and ineffective. 

Differences across countries 
Table 29 provides an overview of the frequency of issues cited by the interviewees in each country. The 
last column gives the percentage of total interviewees who emphasized that issue (rounded down). In 
order to focus on the issues from the business perspective, data from the four employees of the IT 
department were not included in the table.  
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Table 29: Emphasized issues for each country. 

Issue type DK (5) SE (2) NO (2) HQ + Exlid (6) GE/DE (1) N=16 

Trust 4 1 2 6 1 87.5% 

Expectations 1 1  5  43% 

Shared understanding 2 1  5  50% 

Transparency 3 2  5  62% 

Service Quality  1 1 2 6 1 68% 

 
The data reveal that trust was the issue most emphasized in the interviews (87.5%). This was followed by 
service quality (68%) and transparency (62%). 

Summary of second question 
Five issues were identified in the IT-business relationship based on interviews with the business 
employees. In order of frequency mentioned, the issues revolved around trust, service quality, 
transparency, shared understanding, and expectations.  

The trust issues mainly regarded the operations and performance of the IT department. According to the 
interviewees, they did not trust the CIT department regarding its competence. No issues concerning 
integrity were identified. Regarding service quality, the issues concerned the inability to respect the 
agreements made (reliability), that CIT did not provide quick support (responsiveness), and that the 
business did not feel secure in their transactions with CIT (assurance). No issues were found regarding 
the empathy or tangibles of the IT department. For shared understanding and transparency, the issues 
mainly concerned operational transparency. The interviewees perceived CIT as a black box and they 
wanted to know about delays and exceeded budgets so that they could adjust accordingly. Moreover, 
some of the issues revolved around the lack of overview data on CIT’s performance and what the 
interviewees could expect. The IT and business departments seemed like two separate functions with 
separate mindsets and cultures.  Lastly, for expectations, the issue was that expectations were not clear, 
and that the business employees did not know what they could expect regarding IT services and their 
cost. Moreover, the business side frustrated that they could not initiate IT projects despite having the 
money to pay for them.  

12.5 Chapter summary 
The relationship between the IT department and business departments was perceived as inferior and 
unsatisfactory by business employees, as shown through the archival records and interviews. The few 
positive elements of the relationship were that the integrity of the IT employees could be trusted, that 
the IT employees worked hard, and that information disclosed by the IT department could be trusted. 
The negative elements were that delivery times were often exceeded, that large projects had failed, and 
that the IT department was slow and rigid in responding to requests from the business. During the 
interviews, five issues were discovered that related to the thesis research problem, namely issues with 



THE RELATIONSHIP FROM THE PERSPECTIVE OF THE RESEACHER 
 

Page 111/245 

trust, service quality, transparency, shared understanding, and expectations. These issues will be 
included in the subsequent chapter, THE INTERPRETIVE ANALYSIS. 

13 THE RELATIONSHIP FROM THE PERSPECTIVE OF THE RESEACHER 
Any observations21 made in the case organization were found to be important because they caught some 
of the complexity present within the company that can be difficult to capture during interviews or in 
archival records. During the three-year stay at Carlsberg, I participated in two projects: 1) standardization 
of the company intranet, and 2) management of the change request area. These projects will be used as 
data sources in this chapter. The aim of the chapter is to answer the following question: 

1. What relational issues regarding transparency, trust, and service quality were observed during 
the projects? 

13.1 Standardization of the company intranet 
When the standardization project was initiated, each country that the IT department served had its own 
IT section on the intranet. This section contained information on how to start a project, how to request 
technical support, important contact persons, and so forth. When the intranet was originally created, 
managers from each country were tasked with translating and providing content. This resulted in 17 
intranet parts in different languages, and a large amount of outdated content. The purpose of the 
standardization project was therefore to standardize these 17 parts. A rough timeline for the project is 
shown in Table 30. 

Table 30: Timeline for the intranet standardization project 

Time Event 

March 2012 An evaluation of the IT section of the intranet was performed 

July 2012 The standardization project was anchored with the CIO and a workshop was held with 
current owners. 

August 2012 New owners who would be responsible for the global content were identified and 
contacted 

September 2012 Owners were requested to come up with a plan for their area before October 2012 

October 2012 As only half of the owners had made a plan, the deadline was pushed to December 
2012 

January 2013 The project was highly prioritized at a managerial meeting. Most owners had handed 
in their plan 

                                                           
21 As the chapter headline indicates, the data discussed in this chapter is data that I have generated as a 
participant and observer within the case organization. 
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February 2013 The manager responsible for the project and another employee involved in the 
project were fired. All progress stopped because there was no champion to carry the 
project forward. 

Marts 2013 The project was handed over to an external consultant and his team. 

May 2013 The idea to standardize the intranet was abandoned. Instead, a simplified version was 
implemented, in which users could create their own news.  

From the timeline, it is evident that much of the work done on the project was wasted. However, there 
were no way to know that the project would be abandoned at the beginning. The two employees working 
on the project were fired because a new CIO was hired. The new CIO had a new vision for the structure 
of the global IT department. In this new structure, the business relationship managers were called local 
IT managers and the head of the BRMs was no longer needed. As a result, the head of department was 
fired, which led to the abandonment of the intranet standardization project. When the new external 
consultant took over, all previous work was ignored, and the consultant started from scratch. As he did 
not have much time for the task, a low-cost solution was implemented and the standardization project 
stopped. 

13.2 Managing the change request area  
I studied and helped govern the area of change requests for the final one and a half years of my stay at 
Carlsberg. I call this a project for the sake of readability, even though it is more like an area within the IT 
department. 

What I experienced during that time was that several managers came and left the project. In total, six 
different employees held the title of change request manager in the one and a half years I observed the 
project. The reason for the substitution of employees was twofold. Firstly, some employees left the 
company because they were offered a better position elsewhere. Secondly, employees were fired based 
on organizational changes. The consequence of the high turnover of employees was unclear ownership 
and accountability. For instance, at the end of 2013, 151 out of 493 change requests had the previous 
change request managers (who had left the company) listed as responsible in the change request system 
used. Thirteen change requests still had the change request manager from before the previous manager 
as responsible for some part of the change request. Each time a new person entered the field, they 
needed to learn about the area and clean up after the other. The allocating of responsibility and 
accountability suffered each time, and it took a lot of time before things became settled. Another 
experience was the informal knowledge exchange. One of the first managers of the area told me that 
many change requests were moved from the state “Design” directly to “Closed” because the developers 
did not care to use and do the “Build,” “Test,” “Acceptance Test,” “Release,” or “Stabilization” phases of 
the change request process. For them, it was easier to avoid the complex process and just focus on 
development. This was also necessary because the business required the change requests to be 
developed quickly. The result was that when a new manager entered the area, the information used to 
manage the area was inaccurate because the knowledge was not collected from the previous manager 
and the information in the change request system was incomplete and deprecated. 
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13.3 Which issues regarding transparency, trust, and service quality were 
observed during the projects? (Q1) 

The organizational structure of the IT department changed four times during the three-year employment. 
Each change was fueled by a different managerial focus. One change was due to an end-to-end process 
perspective, while another change aimed to create accountability. Yet another changed focused on 
centralization, and yet another on standardization. The overall goals of each change were to improve 
alignment and better support the business. The CIO was replaced one time, and had also changed shortly 
before the PhD project began. The near constant change in leadership resulted in issues with 
accountability and transparency. It was difficult for the IT managers to keep up with the changes, and the 
frequent changes acted as a barrier to establishing an adequate level of communication. 
 
Regarding the business environment, the overall strategy was often modified based on changes in the 
macro environment, such as tax regulations, new markets, new competitors, or a change in a 
competitor’s strategy. The business managers also updated their perceptions of strategy and operations 
several times. At some point in time, the focus was on innovation and digital management; later, the 
focus was cost savings and efficiency. The constant changes and complexities of the business 
environment led to increased pressure on the IT department. Yet, because the IT department was 
complex as well, it could not accommodate all of the requirements of the business. To make the ends 
meet, the IT department abandoned some of its processes, leading to the issues with incomplete 
information and maintenance. 
 
Another issue was that when the IT department attempted to be proactive and align with the business, 
much uncertainty was present. For instance, a large business standardization project was estimated to 
be completed around 2014. To be ready for the project, the IT department restructured several of its 
structures and work roles in 2013, which made the department more complex. The idea was that when 
the BSP was complete in 2014, the IT department would be ready to support the BSP implementation 
instantly instead of needing time to adapt. However, because the BSP was delayed several years, the IT 
department found that they utilized processes and structures that were more advanced than required. 
This led to issues because deliveries were slower and process steps were performed that were close to 
superfluous. In an attempt to be proactively aligned, the IT department became less aligned because the 
business strategy was not executed at the planned time. 

13.4 Chapter summary 
Two sets of issues were identified through observation. The first issue was that the change of CIO and 
managers within the IT department resulted in issues with transparency. Whenever the organization 
changed, effort was required in order for the IT employees to keep up. Frequent changes acted as a 
barrier to proper communication with the business employees. 
 
The second issue was that the constant change and complexity of the business environment led to 
increased pressure on the IT department. Yet, because the IT department was complex as well, it could 
not accommodate all of the requirements of the business. This led to an inadequate level of service 
quality because IT and the business were not structurally aligned. 
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14 THE INTERPRETIVE ANALYSIS 
The purpose of this chapter is to link the data discussed in the previous interpretive chapters to the 
propositions stated in FRAMEWORK & PROPOSITIONS. To do this, the method described in THE 
INTERPRETIVE METHODTHE INTERPRETIVE was used. This included a comparison of the identified issues 
with the SP framework, and the use of the transparency/trust model (FRAMEWORK & PROPOSITIONS) to 
understand the relationship. Moreover, any relation between transparency, trust, and service quality 
identified in the data was be explored. The structure of this chapter is as follows: each of the issues 
identified in the previous chapters is explained using the SP framework and a possible rival explanation. 
At the end of each section, a sub-conclusion is provided that determines which explanation is most 
adequate. After the explanations have been provided, the strength of the SP framework in explaining the 
data, in combination with the transparency/trust relationship model, is determined. Lastly, the 
propositions are addressed based on this discussion. The process is displayed in Figure 18. 

 

Figure 18: The interpretive analysis 

The key idea behind the process is to explore the interplay of transparency, trust, and service quality 
based on the issues identified. If the theory of the SP framework (the predicted relationship between the 
concepts) adequately explains the issues, this serves as an indicator of the frameworks validity. 

14.1 Terminology 
I use the terms weakly supported and strongly supported for the hypotheses. Weakly supported means 
that the data indicates that the proposition is supported, but that a conclusion is difficult to make with 
certainty, or that only one of the dimensions of the underlying concept is supported. Strongly supported 
means that the data indicate that the proposition is supported for all dimensions of the underlying 
concept or term. 

14.2 Explanations 
The five issues identified in the previous chapters will be discussed below. For each issue, a small 
description of the issue, an explanation according to the SP framework, and an explanation according to 
the employees at Carlsberg will be provided. In some cases, the two explanations overlap. In these cases, 
I will attempt to explain the issue using alternate points provided by the rival explanation. In this way, 
the explanations provided by the framework can be challenged by other possible scenarios. 
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Issue 1: Trust 
Description: The majority of business employees did not trust the IT department regarding their 
competences. The business employees were dissatisfied with the services from IT in some way, and 
directly expressed that IT had historically acted in such a way that had negatively influenced the level of 
trust. An area that was frequently emphasized by the interviewees was that IT never delivered within 
time, budget, or scope, or within the functionality promised. 

Issue explained by the framework: The framework and the theory behind it propose that a lack of service 
and planning transparency will result in lower levels of trust. When looking at the issues most emphasized 
by the IT and business departments, several of them involved transparency. The IT department found 
that communication from managers to customers was poor and that the business was not informed of 
changes and delays to change requests. The business found that operational information from the IT 
department was lacking and perceived CIT as a black box communication-wise. Both parties emphasized 
a lack of planning transparency and service transparency as an issue in the relationship that had negative 
consequences. One interviewee directly mentioned that the lack of transparency negatively impacted 
her trust of CIT. The finding of a low level of trust in the relationship along with issues concerning 
transparency support the theory of the SP framework. 

Rival explanation: The employees of the IT department acknowledged that trust was an issue and that 
expectations were not consistently met (see THE RELATIONSHIP FROM THE PERSPECTIVE OF IT). When 
asked why they were not meeting expectations, and thus why trust was low, the employees in the IT 
department emphasized a lack of resources, poor working processes, and bureaucracy as the primary 
reasons. Unfolding the explanations revealed that the employees would have liked to have more time to 
do project estimates, have more people working in the IT department, and a more flexible work process 
that could accommodate the requirements of the customers. In sum, the problem with trust existed for 
two reasons. The first reason was that the number of employees did not match the number of 
assignments. If the change request process were more effective, or if there were more employees 
working in the IT department, more resources would be available to work on requests, leading to faster 
delivery. The second reason was that the process did not match the requirements of the business. Some 
of the IT employees described their process as rigid and pointed out that “in some cases the business 
needs CIT’s support within days and in that respect, it doesn't work to refer to our demand processes or 
other processes, as the business needs decisions right away” (see THE RELATIONSHIP FROM THE 
PERSPECTIVE OF IT). As such, it seems that the requirement of the IT department to stay in control22 
conflicted with the need of the business department to respond quickly to market opportunities and 
threats. When the business employees were asked why the level of trust was low, they stated some of 
the same reasons as the IT employees. The primary reason for the low degree of trust was lack of 
information, and that the structure and configuration of the IT department did not match the 
requirements of the business. Moreover, the business employees emphasized that the IT employees did 
not want to collaborate with the business and sometimes acted as opponents to the business rather than 
partners. 

                                                           
22 Via the change request process, see the chapter ABOUT CARLSBERG. 
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Summary of the trust issue: The framework and the rival explanation each provide an adequate 
explanation for why the level of trust is low in the relationship. On one hand, the lack of transparency 
was emphasized by both sides in the relationship and one of the interviewees directly said that the lack 
of transparency had a negative influence on trust. On the other hand, the current processes were found 
to be inadequate to respond to the complexity and requirements of the business departments. A lack of 
resources, or processes that are made solely with the IT department in mind, could also explain the low 
level of trust. The two perspectives represent two different mindsets. The first mindset is centered on 
the mitigation of transgressions of trust and the creation of a mutual and realistic understanding between 
parties. The other mindset is centered on improving performance in order to avoid transgressions and 
fulfill the requirements of the business customers. The conclusion is that both explanations seem valid, 
and that it cannot be inferred which has the greatest predictive power without collecting additional data. 
With that said, the data does support the theory of the SP framework because the low trust could be 
directly associated with the lack of transparency. 

Issue 2: Service quality 
Description: Employees in the business and in the IT department emphasized issues with service quality. 
The areas that were found to be problematic in the IT-business relationship were reliability, assurance, 
and responsiveness. The issues were that agreements were not adhered to (reliability), that CIT did not 
provide quick support (responsiveness), and that the business did not feel secure in their transactions 
with CIT (assurance). No issues were found that were associated with the empathy or tangibles dimension 
of service quality. 

Issue explained by the framework: When satisfaction with change requests was measured via surveys, 
CIT achieved scores of good to moderate regarding delivery of the change request and most business 
employees agreed or strongly agreed that change requests met their business requirements. Yet, in the 
interviews with business employees, they painted a picture of CIT as an organization that never fulfills 
the expectations of the business. This was a finding that the employees of CIT agreed with based on the 
xQ survey. 

This difference in perception can be explained by a lack of planning transparency via the SP framework. 
If CIT does not create transparency about what the business can expect, the business will look elsewhere 
for this information. An alternative source of information can be from colleagues that have had previous 
encounters with CIT, or from similar situations with other companies. This was observed in the empirical 
data, where a business manager at Carlsberg Denmark, who had only been at the company for one and 
half month, commented on the inferior performance of IT. She had not experienced the issues herself, 
but had heard about them from other colleagues. Thus, her perception of the service quality of the IT 
department was not based on their actual performance, but rather on rumors. The colleagues she talked 
with recounted historical projects that had failed horribly and cost the business “lots of money.”  The 
empirical data indicates that such projects had existed, but that most projects were delivered on time, 
within budget, and with the right functionality. 

Besides the IT manager in Denmark, several of the interviewees wanted additional planning transparency, 
including an overview of the change request process, information on how CIT performed with regard to 
delivering change requests, and what time was spent on during development and implementation of 
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changes. When such information was not available, it make the business feel less secure in their 
transactions with the IT department. 

Rival explanation: Another explanation for the lack of service quality is related to the decision to 
centralize the IT department as part of the global decision to centralize Carlsberg as a group. This was a 
decision made at the Carlsberg headquarters (HQ) and resulted in the BSP project (see ABOUT 
CARLSBERG for more information). The BSP project is to be implemented in all the countries where 
Carlsberg operates over a period of several years. When the BSP began, CIT decided to transform itself 
into a global department. This global department would include more bureaucracy, which was required 
due to the need to centralize local processes and work. Such a global setup would be ideal for supporting 
Carlsberg after the BSP implementation. Yet, because the BSP was delayed for years and only 
implemented in small segments, one IT manager stated: “We still have a world where we aren’t very 
adequately equipped to support [the business]. And we just have to accept this for the next couple of 
years”. Carlsberg IT is now running a centralized setup that covers some customers with local structures 
and work, and other customers with a global setup. Because of this, it is not surprising that the change 
request process is perceived as rigid by a subset of customers. Here, the problem is not one of finding 
the right fit. The problem originates from the uncertainty and complexity of the strategic decision to 
standardize Carlsberg. Because of the sheer size of the standardization program, the program must be 
implemented in bits and pieces. This gradual implementation of the program, combined with the 
complexity and uncertainty of the initiative, has resulted in heterogeneous business departments. The 
consequence is obvious from some of the comments made by interviewees. For instance, one 
interviewee (Financial Director, Germany) stated that “the idea of One IT is to have one IT system and 
one IT resource, and then if someone from Greece is coming to Germany and working on an IT system, it 
will not work, because all the ‘global’ systems are different. The effectiveness of One CIT at the current 
is not very good because things are still so local.” The explanation for the issue with service quality is 
therefore that it is not possible to find the right “fit” by which the IT infrastructure will become congruent 
with the business strategy because 1) heterogeneous business departments at Carlsberg operated under 
different strategies, and 2) it is uncertain exactly when and how the business will be transformed. The 
business strategy is therefore not just “the business strategy,” but also involves a host of conflicting 
strategies and demands.  

Summary of the service quality issue: The issue with service quality can best be explained by the SP 
framework. According to the framework, the issue with service quality originated from a lack of planning 
transparency. When CIT did not communicate about performance outcomes, the business side based its 
perceptions of the department’s performance on rumors and anecdotes. These negative rumors were far 
from the good satisfaction scores the IT department achieved when they measured their actual 
performance. Regarding the rival explanation, the complexity of the business departments and the 
heterogeneous business strategies could explain the low level of service quality. The IT department has 
attempted to align itself to the business departments with a “one size fits all” approach. However, 
because the business departments have been changing and because they are heterogeneous, the 
approach does not fit every requirement. The drawback of the rival explanation is that according to the 
satisfaction scores, CIT has obtained above average ratings on delivery, which fits poorly with an inability 
to deliver requests due to the circumstances listed. 
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Issue 3: Transparency 
Description: The issues with transparency identified were poor communication from IT managers to the 
business employees, a lack of communication about how changes and delays will affect the customers, 
and a lack of transparency about strategy and IT operations.  

Issue explained by the framework: The constructed framework includes several barriers that can account 
for why transparency is lacking. These barriers are previous IT failures; separate mindsets; separate 
languages; organizational complexity; and mistrust in information. When looking at the empirical data, 
several of these barriers are present.  

Several of the interviewees emphasized scenarios where they had to stop the production of beer because 
of failures in IT systems, leading to a loss in profits. This reputation of failed IT projects can lead to a 
reduction in transparency. When IT has a history of failed projects, IT managers are not included in 
business meetings and the department is not informed about business changes. In fact, two of the 
interviewees stated that IT was informed last because the business did not want anything to do with IT 
due to their poor performance. This can lead to a vicious cycle where the parties become more and more 
separated from each other, as described by Akkermans et al. (2004) (see ALIGMENT THEORY). If IT is 
perceived as being unsuccessful in the eyes of the business, the business is less inclined to listen to their 
input from IT in committees and meetings (Benbasat, 2000). 

The business said that IT lacked a proper business understanding and did not have a business mindset 
(see THE RELATIONSHIP FROM THE PERSPECTIVE OF THE BUSINESS). Having separate mindsets can lead 
to less transparency because IT will not know what to inform the business about, or the business will not 
specify for which areas CIT should disclose information. This situation can be seen in the empirical data. 
One business manager (Vice President NE, HQ) received a lengthy report about an IT project, but only a 
half page of text was relevant. The rest was technical language that he could not understand or did not 
need. Employees in the IT department thought that the information would be useful to him. However, 
because they did not understand his mindset, the information disclosed actually resulted in frustration 
instead of trust and clarity. Similar situations were identified several times in the empirical data. IT was 
said to communicate using a technical language that was hard for the business to understand, resulting 
in less transparency instead of more. 

Lastly, the complexity of the various business departments was high, leading to challenges with 
communicating the right information to the right business employees. Different departments had 
different requirements and it was difficult for CIT to tailor the information to the receivers. This was 
evident in the interviews, where the business employees requested more than one relationship manager 
for each country. They wished for someone with a better understanding of their specific area. As there 
was only one manager for each country, the relationship managers were found to be too busy and to 
cover too broad an area. 

Rival explanation: The data gathered from the three projects I participated in (see THE RELATIONSHIP 
FROM THE PERSPECTIVE OF THE RESEACHER) indicate that initiatives to create transparency have often 
been disrupted by externally driven changes. Each time the business changed strategy, or when a new 
CIO was hired, or when IT changed its strategy in response to the business, transparency was impacted. 
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Take, for instance, the intranet standardization project. This main aim of the project was to increase 
transparency, yet the project was stopped because IT changed focus. A cost report, which created 
transparency about the actual cost of development, was suddenly lost because the person who made the 
report changed work roles as part of an organizational restructuring. Furthermore, the change request 
area has suffered each time a new manager has been hired because resources were required to update 
the systems, assign new roles, and communicate to the business that a new manager was now 
responsible for the area. The resources to do these things were often not available, which resulted in the 
change request containing outdated information. For instance, in mid-2013, 151 out of 493 change 
requests had a previous change request manager (who had left the company) listed as accountable for 
some part of the request. During my stay at the case organization, the organization was impacted by 
frequent changes. These changes originated from changes in the business strategy, new leadership, new 
employees being hired and old ones retiring. When IT did not deliver according to expectations, managers 
introduced changes (or were fired), which had a negative impact on transparency.  

Summary of the transparency issue: The issue with transparency can be explained by the SP framework 
and the rival explanation. Four of the barriers included in the framework are seen in the empirical data 
and these barriers could account for why transparency is lacking. Regarding the rival explanation, it was 
found that the lack of transparency originated from frequent organizational changes. These changes were 
fueled by changes to the macro environment, new employees, and the desire of managers to ameliorate 
the relationship between IT and the business. Each time a change was introduced, it was found to 
negatively impact the level of transparency. Thus, both the identified barriers and the frequent changes 
could account for the low level of transparency. 

Issue 4: Common understanding 
Description: IT lacks an adequate business understanding and is very far from the business mindset. IT 
does not understand the critical areas that the business focuses on, and does not have an adequate 
understanding of the business architecture. 

Issue explained by the framework: In the literature review and in the SP framework, shared domain 
knowledge is seen as a mediator between transparency and trust (e.g. Wagner et al., 2012). When the 
parties in a relationship lack a common knowledge about one other’s constraints and competencies—
which translate into service and planning transparency in the framework—the level of trust and service 
quality is lowered. What follows from this argument is that a lack of common understanding leads to a 
low level of relational transparency. Such a low level of transparency was emphasized by both the 
business and IT employees. For instance, one business employee stated that the departments lacked a 
common understanding because “CIT did not request alignment meetings where business 
representatives and CIT could discuss the status of change requests and provide feedback to each other.” 
According to the model of Wagner et al. (2012), the relationship between transparency, knowledge, and 
trust forms a vicious cycle. If issues with trust exist, these issues will lead to less transparency, which will 
in turn lead to less shared domain knowledge. The lack of shared domain knowledge, here manifested as 
a lack of understanding, will lead to even less transparency, and so on. This will go on until the 
departments somehow break the vicious cycle. The lack of a common understanding can therefore be 
explain via the lack of trust and transparency. 
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Rival explanation: To create and maintain good relationships with the business departments, IT created 
a role called the business relationship manager (BRM). The BRM was tasked with handling questions from 
the business, following up on change requests, handling budget, and other areas found to be important 
by the IT managers. However, only one BRM was allocated to each country. The consequence was that 
the countries did not get access to the amount of business understanding from IT that they wanted. The 
reason for only having one BRM per country was that IT did not have resources to cover every country. 
For IT to cope with business requirements, they had to rely on business knowing about IT. However, this 
knowledge was not something the business thought they should possess. This problem was expressed by 
one of the interviewees, who stated that “sometimes I get a feeling that we are expected to know a lot 
about IT, but we are only business people, we are not into IT” and “The main difference between IT and 
the business is that IT does not have a proper business understanding” (THE RELATIONSHIP FROM THE 
PERSPECTIVE OF THE BUSINESS). These comments indicate a situation in which the business believes that 
IT should be better at understanding the business’s goals, architecture, and vision, but where they believe 
that the business does not require insight into IT. In other words, IT should be closer to the business, 
without the business taking steps to become closer to IT. In the empirical data, all of the relational critique 
(from IT and the business employees) was directed at CIT, very similar to the finding by Coughlan et al. 
(2005) that IT often take the role as ‘scapegoat’. This pointed to a very one-sided relationship, where the 
business demanded things like more proactive communication, but simultaneously stated that they did 
not want to include IT because IT spoke a “language they did not understand.” The business wanted IT to 
become like them, without considering whether this was even possible. 

The issue of IT lacking a proper business understanding can be explained by the complexity and size of 
the business landscape, and by the mindset of the business. The cost of assigning a BRM for every 
stakeholder within the business department would be too much of a cost for the IT department. 
Therefore, the IT department needs to involve the business more in the development process. Yet, most 
of the business employees interviewed were convinced that they should not need to understand or 
interact with the IT department. 

Summary of the common understanding issue: Both explanations provided adequate explanation for 
the lack of a common understanding between business and IT. According to the SP framework, the lack 
of transparency identified in the empirical data accounts for the lack of shared domain knowledge. With 
a low degree of transparency, a low degree of common understanding follows. On the other hand, the 
reluctance of the business to understand the IT domain, in combination with the business comprising a 
host of heterogeneous business units, also provides an adequate explanation. It is certainly more difficult 
to understand the business when the business consists of various different units or when they are not 
willing to learn about the IT department. 

Issue 5: Expectations 
Description: An issue that both the business and IT acknowledged was the inability of IT to meet the 
expectations of the business. The business employees did not know what they could expect from IT 
regarding services and cost, and they were not informed when a project was delayed or exceeded budget. 
The IT employees acknowledged this, for instance in the xQ survey, which found that only 13% of the 
employees believed that IT honored its commitments to its business customers.  
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Issue explained by the framework: According to the business interviewees, expectations were not 
managed in a sufficient manner23. This was evident from the comments in the section “How is expectation 
matching performed in the relationship? (Q4)”. The IT department lacked transparency regarding 
expectations and did not inform the business about what should be expected and what should not be 
expected. The issue with expectations can therefore be ascribed to a low degree of planning and service 
transparency and the reasons behind this low degree of transparency. When the IT department does a 
poor job communicating, it has negative consequences for the matching of normative and predictive 
expectations, as well as for the parties’ perception of the relationship. 

Rival explanation: IT operates with an allocation model that includes a fixed level of resources with the 
possibility of hiring and firing when demand changes. The amount of employees that can be hired is thus 
constrained by the maximum number of resources allowed. The model is illustrated in Figure 19. 

 

Figure 19: The resource allocation model at Carlsberg IT 

The baseline represents the resources employed by the IT department. If demand exceeds the baseline, 
external employees can then be hired to fill the gap, typically in form of consultants. These consultants 
can be more easily terminated when the demand decreases.  

In the xQ survey, lack of resources was the primary reason given for why IT could not fulfill the 
expectations of the business. Following this argument, the maximum resources allowed (see Figure 19) 
for the IT department must be set too low. Not enough resources are available to handle all the 
assignments from the business and fulfill their requirements. IT decides jointly with the business the level 
of resources they are allocated. This means that the business has a say in what the maximum amount of 
resources available will be. If a lack of resources was emphasized as the primary reason for the failure to 
meet expectations, this means that some in the business consider low IT cost to be more important than 
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better service. This was indeed the case in the years 2011-2012, when the financial crisis reached 
Carlsberg. Every department and unit at Carlsberg was directed to cut costs, including the IT department, 
even if it was already having trouble completing the existing assignments. Yet, from the interviews, only 
some of the business employees believed that IT should cut costs. Half of the respondents argued for an 
increase in IT spending and the other half argued for decreasing IT costs. The failure of IT to fulfill 
expectations is therefore a result of having a centralized IT department and heterogeneous, decentralized 
business units with conflicting demands. 

Summary of the expectation issue: The SP framework suggests that expectations are an issue due to the 
low degree of transparency. Transparency is vital part in expectation matching, as suggested by scholars 
such as Six (2005). The rival explanation is that the different business units have different perceptions 
about how IT should be managed. Some stated that IT’s current performance was adequate given the 
cost of running the department, whereas others found that the department should use more resources 
to improve performance. This difference in perception can be seen in the empirical data: the average 
satisfaction of the IT department (with a maximum of ten) was 5,21, the highest being 7.5 and the lowest 
being 2.13. Both explanations adequately account for the issue of unmatched expectations between the 
IT and business departments.  

Explanations summary 
Five issues have been explained based on the SP framework and a rival theory. A summary of this analysis 
is provided in Table 31 below. For each issue, the key points of the SP framework explanation and the 
rival explanation are provided. 

Table 31: Summary comparison of SP framework explanation and rival explanation 

# Issue Framework explanation Rival explanation 

1 Trust The low degree of trust originated from a 
lack of planning (normative, shared 
understanding) and service (operations) 
transparency. 

IT’s processes were inadequate to 
respond to the complexity and 
requirements of the business 
departments. IT lacked resources, and 
they used a process that was made solely 
with the IT department in mind. 

2 Service 
Quality 

The issue with service quality originated 
from a lack of planning transparency. 
When CIT did not communicate about its 
performance outcomes, the business 
based its perception of the department’s 
performance on rumors and anecdotes.  

The heterogeneous business departments 
and their different strategies resulted in 
issues with service quality. The IT 
department attempted to align to the 
business departments with a “one size fits 
all” approach, resulting in a low degree of 
service quality. 

3 Transparency Four of the barriers included in the SP 
framework could account for why 
transparency was low. These barriers 
were failed IT projects, separate 

The lack of transparency originated from 
frequent organizational changes. These 
changes were fueled by changes in the 
macro environment, new employees, and 
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mindsets, separate languages, and 
business complexity. 

the desire of managers to ameliorate the 
relationship between IT and the business. 
Each time a change was introduced, it was 
found to negatively impact transparency. 

4 Understandin
g  

The lack of transparency identified in the 
empirical data accounted for the lack of 
shared domain knowledge. With a low 
degree of transparency, a low degree of 
shared domain knowledge followed.  

The lack of a shared domain knowledge 
was due to the reluctance of the business 
to understand the IT domain. 

5 Expectations Expectations were an issue due to the low 
degree of transparency. Transparency 
was found to be vital for expectation 
matching. 

 

The different business units had different 
perceptions of how IT should be 
managed. Some found that IT’s current 
performance was adequate given the cost 
of running the department, whereas 
others found that the department should 
spend more resources to improve 
performance. With the existence of 
different opinions, it was impossible to 
fulfill the expectations of all the business 
employees from the various countries. 

 

The summary presented in Table 31 reveals that the SP framework theory cannot be rejected based on 
the analysis. The low degree of trust in the relationship can be explained by a lack of transparency, and 
the lack of transparency can be explained by four of the barriers to transparency identified in the 
literature review. The framework’s key proposition was identified in the empirical data: issues existed at 
Carlsberg regarding trust, transparency, service quality, and expectations, which points to a connection 
between these concepts. When transparency was lacking, the business based its expectations of CIT on 
rumors and previous encounters with other departments, with could be far from reality. These 
mismanaged expectations led to unrealistic estimates and assumptions, which created mistrust and a 
perception of poor performance because the IT department could not meet expectations. Furthermore, 
any departure from the negotiated estimates had negative consequences, because the level of service 
transparency was low. If the IT department did not properly inform the business about delays, the 
business could not proactively respond to the delays. The importance of planning and service 
transparency was emphasized in the types of information the interviewees desired. The interviewees 
wanted information about what the IT department could deliver and about their own change requests. 
The information important to them was based on the predictive and normative expectations they had of 
the IT department, as theorized in the chapter FRAMEWORK & PROPOSITIONS. With that said, the rival 
explanations also provided a sound explanation for why some these issues existed in the relationship. 
The rival explanations were not solely based on transparency or trust. Rather, they were based on how 
the IT department was configured, on the existence of several heterogeneous business units, and on the 
lack of engagement from the business side to seek alignment with IT.  
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Taking a step back, there seem to exist two overall ways to explain the data. One perspective is that of 
the SP framework: the level of trust is low because the level of transparency is low. The level of 
transparency is low because the parties have separate mindsets; because they use separate languages; 
because of organizational complexity; and because of previous IT failures. When the amount of trust and 
transparency is low, the parties do not share domain knowledge and they do not align their expectations. 
This results in issues with service quality and poor performance. IT becomes a necessary evil (Hirschheim 
et al., 2006) in the eyes of the business employees and to repair the relationship and restore trust requires 
much effort (Akkermans et al., 2004). 

The other perspective is that the configuration of the IT department is infeasible. The issues originate 
from badly designed processes, the inability to align to the complexity of the business environment, 
conflicting and heterogeneous business strategies, and a lack of resources. When the configuration of 
the IT department is not aligned to the environment, this leads to poor performance and a failure to meet 
expectations.  

Both of these perspectives will be discussed in PART V of the thesis. 

14.3 The current situation 
Before addressing the propositions, the trust/transparency model from the chapter FRAMEWORK & 
PROPOSITIONS is used to rate the IT-business relationship at Carlsberg. One of the purposes of 
positioning the relationship with this model is to gain more knowledge about how the concepts relate to 
one other, and to predict what would happen if transparency were increased. The model is displayed 
below. 
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Figure 20: The trust/transparency model 

Recall from FRAMEWORK & PROPOSITIONS that the above model is a synthesis of selected literature on 
the interplay between transparency, alignment, and trust. The model shows what might account for a 
situation where, e.g., trust is low but transparency is high, or the opposite, where trust is high but 
transparency is low. 

Positioning CIT in the model 
Based on the empirical data, it is evident that the relationship between CIT and the business departments 
is located in the lower left part of the model. The level of relational trust was low, as stated by several of 
the interviewees, and the level of service and planning transparency was low as well. 

When the relationship is placed in the lower left corner of the model, the prediction of the model is that 
the relationship is influenced by rumors and uncertainty, an “us and them” perception, and unrealistic 
expectations. The first of these is definitely true in the case organization. The empirical data provided 
several examples in which the perception of the relationship was based on rumors from colleagues and 
stories, rather than on information. One clear example was the IT manager from Denmark, who had a 
strong negative opinion of CIT without having had much contact with the department. An “us and them” 
perception was also identified. For example, a Business Developer at HQ stated, “IT and business seem 
like two separate functions […]. And these two functions are completely detached from each other. And 
each function finds that their reality is the right reality. The main difference between IT and the business 
is that IT does not have a proper business understanding. What is important, who is the customer, what 
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knowledge do we have, and how can we be flexible?”. That the two parties had different domain 
knowledge was evident in the reasons that were provided for the low perceived performance of CIT. 
Employees of CIT emphasized that they lacked resources and that the processes were wrong. With the 
business employees, the general perception was that CIT should have been able to perform with the 
amount of resources it had. Even if both parties emphasized that CIT’s processes were inadequate, the 
main reasons given for the poor perception were different. The business employees found that the 
structure and configuration of the IT department led to low performance, whereas CIT employees found 
that a lack of resources made it impossible to meet the business’s requirements. Lastly, unrealistic 
expectations were also identified. For instance, one of the business interviewees said that he was of the 
impression that the IT department used internal project managers, but later realized that IT used external 
project managers. An additional example from the IT perspective was that the business only expected 
CIT to be a technology provider, but the employees in CIT wanted to advise and drive initiatives that were 
changing both the business and IT landscape (see THE RELATIONSHIP FROM THE PERSPECTIVE OF IT). 

A low degree of trust combined with a low degree of transparency led to a situation in the case 
organization where rumors, “us-and-them” camps, and unrealistic expectations flourished. This was 
visible in the empirical data, and it was predicted by the literature.  

Increasing transparency 
Based on the model, an increase in transparency (for the relationship) could lead to two possible 
outcomes. Either the relationship would move to the upper right corner of the model and trust would 
increase, or the relationship would move to the lower right corner and trust would more or less stay the 
same. 

Based on the empirical data, I believe the most likely scenario is that trust would increase. Currently, the 
business employees have trust in the information they receive from IT. The relational issues identified in 
the data are more associated with the competence-based dimension of trust, and neither IT nor the 
business employees question the other party’s integrity. Mistrust in information is therefore not seen as 
barrier. Performance below expectations is not seen as a barrier either. The empirical data indicate that 
the performance of CIT is actually much higher than the perceived performance, as seen through the 
satisfaction survey conducted (THE RELATIONSHIP FROM THE PERSPECTIVE OF IT). A difference between 
information and actions is not seen as a barrier either, although it is difficult to tell whether increased 
transparency would be accompanied by proper action on the part of CIT. The only barrier assessed to 
have an effect on the relationship between transparency and trust is lack of engagement from the 
business side. The business interviews strongly indicate that the business is not interested in learning 
about the mindset of IT and does not believe that IT should be included in the business processes. For 
example, a Vice President at HQ stated that CIT should “do as they are told” and that CIT should stop 
questioning ideas and business plans. Another business interviewee compared the IT department to a 
retailer: you go in, you order what you want, and they let you know when they are done. This lack of 
engagement can make it difficult to create a proper degree of shared domain knowledge and therefore 
acts as a barrier to creating trust via transparency. 

If the lack of engagement is overcome, an increase in transparency is predicted to result in improved 
shared domain knowledge, clarified normative and predictive expectations, and accurate performance 
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outcomes. The absence of all of these factors was found to have a negative influence on trust in the 
empirical data. The act of increasing transparency could, in itself, also have a positive impact on trust, as 
indicated by scholars such as Kang and Hustvedt (2013). In their study, it was not the content of the 
information disclosed that built trust, but the act of disclosing the information. The causality between 
transparency, trust, and service quality will be further explored in the next part of the thesis. 

14.4 Answering the propositions 
Seven propositions were presented in the chapter FRAMEWORK & PROPOSITIONS. Based on the current 
analysis, I will examine whether or not these propositions were supported by the empirical data. Because 
a proposition does not rely on testable data, it only needs to be convincing and internally consistent to 
appear valid (Yin, 2003). I used the following method to determine whether a proposition was supported 
by the data. First, all of the propositions predicted a relationship between the different concepts. The 
first criterion was that this relationship was also present in the data. The next criterion was that the 
empirical data provided direct support for the proposition. The third criterion was that the empirical data 
could be explained by the theory formed (e.g. the trust/transparency model or the SP framework) and 
that this explanation indirectly supported the proposition. These three criteria were assessed and it was 
determined whether each proposition was strongly supported, weakly supported, or not supported.  

Propositions one and two 
The first two propositions addressed the core idea of the SP framework, namely that planning and service 
transparency have a significant influence on trust. Planning transparency is seen as the clarification of 
normative expectations and the forming of a shared domain knowledge via information. Service 
transparency involves regularly providing information about expectations, e.g. via operational 
information on change requests. The two propositions were as follows: 

Proposition 1: If planning transparency is low in the relationship between the IT and business 
departments, it will have a negative influence on the level of trust. 

Proposition 2: If service transparency is low in the relationship between the IT and business 
departments, it will have a negative influence on the level of trust. 

For Carlsberg, the level of trust and the levels of service and planning transparency were low. Issues 
emphasized by IT and business employees included a lack of task information, a lack of overview data, a 
lack of relevant communication, and a lack of clarity regarding expectations. One business employee 
stated that IT had never asked to do expectation matching, and the low degree of trust was seen in both 
the archival records and in the interviews. This fulfills the first criterion, that the conceptual relationships 
predicted in the propositions was also present in the data. 

For the second criterion, the empirical data provided some direct support for the two propositions. The 
most frequently cited reasons for the lack of trust on the business side were exceeded budgets and the 
provision of the wrong functionality—in other words, elements related to service quality. However, two 
of the business interviewees also pointed out that the lack of transparency regarding operations (service 
transparency) made them trust CIT less, and another interviewee said that they did not know what to 
expect of CIT (planning transparency), which made them trust the department less. On the IT side, some 
of the employees directly linked trust with transparency. In the suggestions, transparency in order “to 
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better understand [the business’s] needs and requests” was said to build trust over time, and the 
importance of creating transparency to build predictability for operations was also emphasized.  

For the third criterion, many of the identified issues could be indirectly explained by the SP framework 
and the model. Rumors and uncertainty, unrealistic expectations, and an “us-and-them” perception were 
identified in the relationship, and all of these scenarios were linked to transparency and trust. Moreover, 
an inaccurate perception of the performance of the IT department was also identified based on a 
comparison between satisfaction scores and interviewee perceptions of the IT-business relationship. If 
the IT department did not communicate about budgets or delivery time being exceeded, the business 
could not proactively deal with these situations; ‘no surprises’ was a key phrase that emerged in several 
of the business interviews. 

Based on the above criteria, propositions one and two are weakly supported. In general, the empirical 
data and theory support the propositions, but not all of the dimensions of trust were related to 
transparency. More precisely, only the competence-based dimension of trust was related to 
transparency. The business and IT employees found that CIT acted with integrity and benevolence and 
that integrity-based trust was high. Only competence-based trust was found to be an issue and only 
competence-based trust could therefore be linked to the findings. 

Propositions three to five 
The next three propositions addressed the barriers to using transparency to create trust, as identified in 
the literature. These propositions were as follows: 

Proposition 3: If the business cannot understand the language used by the IT department, or 
the IT department cannot understand the language used by the business, it will have a 
negative influence on the level of planning and service transparency. 
 
Proposition 4: If the business environment is complex, it will have a negative influence on the 
level of planning and service transparency. 
 
Proposition 5: If IT has a history of bad IT projects, it will have a negative influence on the 
level of planning and service transparency. 

For proposition three, two examples were identified in the data as relevant to the proposition. Firstly, 
one of the interviewees (Vice President, HQ) received a lengthy project report from the IT department 
but only ended up reading a half page of text. The rest was technical language that he could not 
understand or did not need. Second, the business IT manager at HQ stated, “You need people who 
understand the business and can translate that to IT language. Quite often, you have people who speak 
IT language, but do not speak the business language. Or who speak business language, but do not 
understand IT. Right now the capabilities are not there.” The two interviewees did not directly associate 
the separate languages with transparency. Indirectly, however, it was clear that CIT had tried to be 
transparent, for example via the project report, but because they did not communicate in the correct 
language, the communication did not lead to greater transparency but rather to frustration, as also found 
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by Wakefield et al. (2010). Based on the criteria, proposition three was strongly supported based on the 
two examples, the literature, and the established low level of transparency in the case organization.  

For proposition four, the complexity of the business and IT environments was high and the level of 
transparency was low. None of the employees directly linked this complexity to transparency but the link 
was present in the observation made during my project participation in the case organization. Here, the 
constant changes and complexities of the business environment led to an increased pressure on the IT 
department. Yet, because the IT department was complex as well, the IT department could not 
accommodate the requirements of all of the business units. The result was that the processes adopted 
by the IT department were more complex and cumbersome than required at the time. The complex 
processes made it more difficult to disclose information in a language that the business employees could 
understand and to notify the right stakeholders about changes. For instance, two interviewees (Business 
IT Manager, Denmark; Migration Manager, Denmark) found that the relationship managers from CIT 
covered too broad an area; however, due to the complexity of the business, it was impossible for IT to 
hire a sufficient number of managers24. Based on the data and my observations, proposition four is 
weakly supported. While some of the data supports the proposition, the lack of any direct data from the 
employees means that it lacks strong support. 

For proposition five, both IT and business employees emphasized that large IT projects had failed and 
recounted the negative consequence of these failures. Several of the employees linked these failures to 
transparency. For instance, the IBM relationship manager in Denmark was unwilling to meet with CIT or 
include CIT in meetings because of the stories she had heard from colleagues about projects that had 
went very wrong. Several of the business employees stated that it was difficult to be transparent when 
they had experienced all of these issues with the IT department, for why should they? Two of the 
managers (Business & IT, Denmark; Financial Manager, Sweden) admitted that IT was informed last, or 
in some cases not at all, because the business did not want anything to do with IT due to its bad reputation. 
Moreover, the previous section found that the IT-business relationship involved rumors and uncertainty. 
These rumors can be amplified when IT projects fail and can lead to less transparency. Based on the 
empirical data, proposition five is strongly supported. 

Proposition six 
The sixth proposition regarded the ability of the parties to approach one other. 

Proposition 6: If the mindset of either of the parties is that it is solely the other party’s 
responsibility to adapt to the former’s demands or way of working, it will have a negative 
influence on the level of planning and service transparency. 

For proposition six, it was difficult to associate the data with the proposed outcome. With that said, it 
was striking that all of the issues in the relationship were ascribed to the IT department. This pointed to 
a very one-sided relationship, where the business demanded things like improved transparency but 
simultaneously stated that they did not want to include IT because IT spoke a “language they did not 
understand” or had a history of failed projects. From the interviews, it was clear that the business 

                                                           
24 According to the Vice President of CIT. 
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employees were not interested in learning about the mindset of IT. As previously mentioned, the Vice 
President at HQ stated that CIT should “do as they are told” and that CIT should stop questioning the 
business’s ideas and plans. The general perception of CIT was that of a retailer and not a partner. 
According to the literature, such a lack of engagement has a negative influence on shared domain 
knowledge because the parties are unwilling to learn about each other’s domain. Based on the data, 
proposition six is not supported for service transparency but is supported for planning transparency. The 
business employees requested operational information, even if they were not interested in learning 
about CIT, but they did not request information regarding the constraints, possibilities, and mindset of 
the CIT employees and department. The effect of transparency for the purpose of creating shared domain 
knowledge critically decreases when the two parties in a relationship are not willing to learn about one 
other. 

Proposition seven 
The seventh and final proposition addressed the relationship between transparency, trust, and service 
quality. 

Proposition 7: If the level of trust or transparency is low in the relationship between the IT 
and business departments, it will have a negative influence on the level of service quality. 

For proposition seven, the level of trust, the level of transparency, and the level of service quality were 
all found to be low. For the different dimensions of service quality, several sources provided direct 
support for the proposition. For instance, the poor communication between employees in the IT 
department and the low level of transparency present in the relationship were found to “create a black 
box” that made it difficult for the business to know what to expect from the IT department and to foresee 
delays or budget overflows. This had a negative impact on the assurance and reliability dimensions of 
service quality. Moreover, the empirical data revealed a difference between the satisfaction surveys (THE 
RELATIONSHIP FROM THE PERSPECTIVE OF THE BUSINESS) and the opinions of the business employees 
interviewed. The satisfaction surveys revealed above average scores for CIT on the delivery of change 
requests, but this satisfaction was not expressed by the majority of the employees interviewed. The 
scenario where performance and the perception of performance differs is present in the 
trust/transparency model and can account for why the level of perceived service quality is low. Based on 
the data and the literature, proposition seven is weakly supported. The levels of trust, transparency, and 
service quality were all low, and several examples provided direct support for the proposition. However, 
as there were no issues with the empathy and tangibles dimensions of service quality, the proposition is 
not strongly supported. 

Proposition summary 
The following table features an overview of the propositions and their status (whether they were 
supported by the data). 
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Table 32: The status of the propositions 

Proposition Status Comments 

Proposition 1: If planning transparency is low in the relationship 
between the IT and business departments, it will have a 
negative influence on the level of trust. 

Weakly 
supported 

Only for competence-based 
trust  

Proposition 2: If service transparency is low in the relationship 
between the IT and business departments, it will have a 
negative influence on the level of trust. 

Weakly 
supported 

Only for competence-based 
trust 

Proposition 3: If the business cannot understand the language 
used by the IT department, or the IT department cannot 
understand the language used by the business, it will have a 
negative influence on the level of planning and service 
transparency. 

Strongly 
supported 

 

Proposition 4: If the business environment is complex, it will 
have a negative influence on the level of planning and service 
transparency. 

Weakly 
supported 

Strong support requires 
more data 

 

Proposition 5: If IT has a history of bad IT projects, it will have a 
negative influence on the level of planning and service 
transparency. 

Strongly 
supported 

 

Proposition 6: If the mindset of either party is that it is solely 
the other party’s responsibility to adapt to the former’s 
demands or way of working, it will have a negative influence 
on the level of planning and service transparency. 

Weakly 
supported 

Only for planning 
transparency 

Proposition 7: If the level of trust or transparency is low in the 
relationship between the IT and business departments, it will 
have a negative influence on the level of service quality. 

Weakly 
supported 

Only for the assurance, 
reliability, and 
responsiveness dimensions 
of service quality. 

 
The above table reveals that all of the propositions were supported, but with some limitations. Only the 
competence-based dimension of trust was affected, and only the assurance, reliability, and 
responsiveness dimensions of service quality were influenced. Also, the lack of engagement on the part 
of IT or business employees was a barrier to planning transparency but not service transparency. 

14.5 Chapter summary 
In the transparency/trust model, the IT-business relationship at Carlsberg is positioned at the lower left 
corner of the model. Thus, it was predicted that an increase in transparency could increase trust if some 
barriers were overcome. This prediction was supported by the finding that all seven of the propositions 
were supported. Some of the propositions were weakly supported and some were strongly supported. 
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Transparency, trust, and service quality seemed to be intertwined at Carlsberg, and the causal 
mechanisms predicted by the SP framework and model seemed to hold true. Regarding the explanations, 
these were used to provide answers to the propositions. The rival explanations were found to be 
insightful. They challenged the SP framework and several of the rival explanations could not be rejected. 
Some of these explanations were outside the boundaries of the framework, but some were also ideas 
that could extend the interpretive understanding. The next chapter will explore the explanations 
provided and use them to form a positivistic understanding. Because trust is seen as a dimension of 
alignment (Luftman, 2000) and an element of the informal organizational structure, the importance of 
transparency is clear. Since Carlsberg is in the lower corner of the transparency/trust model, increasing 
transparency could help increase the level of trust and alignment between the IT and business 
departments in the organization. 
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15 THE POSITIVISTIC METHOD 
As described in the METHODOLOGY chapter, a mixed-method research design was selected, 
encompassing an interpretive phase and a positivistic phase. This and the following chapters constitute 
the positivistic portion of the research design. As for the interpretive phase, the goal of this part is twofold: 
first, to form a positivistic understanding based on the interpretive understanding gained through the 
preceding phase, and second, to provide additional data to confirm or reject the constructed SP 
framework. The answers to the propositions given in the previous chapters indicated that the framework 
and propositions could be used to understand the relationship between transparency, trust, and service 
quality at Carlsberg. This indication was obtained using qualitative methods such as categorization, 
interviews, and interpretation. To provide additional validation of the SP framework, methods associated 
with positivistic research are used in the subsequent chapters. This includes the use of survey instruments, 
statistical analysis, and a quasi-experiment. The structure of the positivistic portion of the thesis is as 
follows: this chapter will discuss the method and data sources used, the next chapter will extend the 
interpretive understanding and form hypotheses, the subsequent three chapters will discuss the data 
sources, and the final chapter will provide the overall positivistic analysis. 

15.1 Terminology 
The term quasi-experiment is used to refer to the introduction of an intervention at Carlsberg. I will use 
the term intervention for the introduced change. Other scholars might have used the word manipulation. 

The term party or parties is used to denote one or both of the objects in a relationship. The parties in the 
IT-business relationship at Carlsberg are the IT department and the various business departments. 

15.2 Quantitative method 
To operationalize and test the formed hypotheses, three data sources were used. The first data source 
was the interpretive understanding formed through the interpretive research and presented in the 
preceding part of the thesis. This understanding was used to extend the framework and to construct an 
intervention. The second and third data sources were two identical web-based surveys. These surveys 
were used to test the effect of the intervention and any correlations between transparency, trust, and 
service quality. The data sources were utilized to determine whether the survey was valid for measuring 
the concepts, and whether the intervention led to any significant changes within the case organization. 

The interpretive understanding – data source one 
To extend the interpretive understanding, I looked at the explanations and rival explanations from the 
interpretive phase and investigated whether the SP framework could be extended. More specifically, I 
evaluated each rival explanation and determined whether this explanation should be included in the SP 
framework. The result of this analysis can be found in the following chapter. 

Measuring transparency, trust, and service quality – data sources two and three 
To test the SP framework from a positivistic perspective, I needed to measure the levels of transparency, 
trust, and service quality in the IT-business relationship at Carlsberg. To do so, I selected 328 business 
employees involved in IT development or change requests. Each employee held one of three roles: 
change request driver, change request sponsor, and change request responsible user. The change request 
driver was responsible for managing a change request on the business side, the sponsor was accountable 
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for the financial cost of the change request, and the change request responsible user was accountable 
for the flow of the change request through the delivery process. The three roles were selected because 
they constituted the main contact points between the IT department and the business regarding IT 
development and change. To collect data, I used a web-based survey, which can be found in APPENDIX 
C. The survey featured items that measured trust, transparency, and service quality according to the 
definitions provided in the chapters ALIGMENT THEORY and TRUST THEORY. The survey was sent to 328 
employees. After two weeks, 154 employees had answered, for a response rate of 47%. Fifteen of the 
received answers were incomplete because they had only answered the first five questions. These 
incomplete surveys were excluded. After exclusion, 139 surveys were left for analysis. To ensure that no 
violations of the assumptions of normality, linearity, and homoscedasticity were present, preliminary 
analysis was performed. The presence of outliers was also checked and accounted for. Because of a high 
non-response rate, non-response bias was tested by comparing the group that answered with the group 
that did not. No significant differences were identified between the two groups in terms of variables such 
as location, role, or length of employment. The final survey included 48 Likert scale items, of which the 
scale points were labeled as follows: 1 = strongly disagree, 2 = disagree, 3 = neither agree nor disagree, 
4= agree and 5= strongly agree. Items were also included that recorded the role of the employee being 
surveyed. These items were used as control variables. To determine the reliability of the survey items, 
factor analysis was performed. Factor loadings lower than 0.3 were excluded and the remaining loadings 
were used to determine the conceptual dimensions. Items loaded into each factor were determined by 
the highest loading score. The factor loadings are included in APPENDIX D. Below, I will briefly discuss 
how each concept was quantitatively measured. 

Measuring trust 
During the literature review, it was established that trust could be segmented into three dimensions—
competence, integrity, and benevolence (see TRUST THEORY). Seppänen et al. (2007) reviewed a list of 
survey items measuring trust from the years 1990-2003 and found “a lot of differences in both the 
conceptualization and operationalization of trust.” Looking at these survey items from empirical studies, 
the items were about keeping promises, being honest, not being opportunistic, not exploiting people, 
and the ability to do what is requested. Items measuring knowledge and skills were sometimes also 
included. In the current thesis, a customized version of the survey by Rawlins (2008a) was used. Based 
on the definition of trust selected in this thesis, the study by Rawlins, and the items listed by Seppänen 
et al. (2007), the items listed in Table 33 were used to measure the trust concept. 

Table 33: Items used to measure the trust concept 

# Item description Dimension 

1 CIT has the ability to accomplish what they say they will do. Competence 

2 CIT is known to be successful at the things they try to do. Competence 

3 CIT makes me feel confident about their skills. Competence 

4 CIT makes me want to make myself dependent on their work. Competence 
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5 CIT treats people like me fairly and justly. Integrity 

6 CIT can be relied on to keep their promises. Integrity 

7 CIT does not mislead or exploit people like me. Integrity 

8 CIT is concerned with people like me whenever a strategic decision is made. Benevolence 

9 CIT uses opportunities that arise to profit at my expense. Benevolence 

 

Measuring transparency 
Only a paucity of sources was available for quantitatively measuring transparency. In this thesis, the work 
of Rawlins (2008a; 2008b) and Six (2005) was used as a basis for measuring transparency. The reason for 
this was twofold. Firstly, the survey items used by Rawlins had been validated using statistical analysis, 
which made them more reliable. Secondly, Rawlins was one of the only sources that had measured 
transparency multiple times. Items by Six (2005) were included to focus more on planning transparency; 
these items mainly concerned expectation matching and evaluation. 

Recall from the chapter FRAMEWORK & PROPOSITIONS that the SP framework contains two types of 
transparency: planning and service transparency. Planning transparency concerns discovering and 
clarifying expectations, while service transparency involves reporting on the expectations already stated, 
especially if those expectations are to be broken. To see whether Rawlins’s survey items could be used 
to measure planning and service transparency, factor analysis was performed on the items after the first 
measurement had been performed. The factor analysis, which can be found in APPENDIX J, revealed three 
dimensions: 

� Dimension 1: General transparency. Is the information useful, relevant, timely, and easy to 
find? 

� Dimension 2: Planning transparency. Are employees open and honest, are expectations clarified 
and explored, and are differences negotiated and settled? 

� Dimension 3: Service transparency. Are employees open about task problems, do they disclose 
damaging information, are they open to criticism, and do they admit mistakes and failures to 
meet expectations? 

Based on the items identified in each dimension, the items were found to fit well with the distinction 
between planning and service transparency in the SP framework. Therefore, the items validated by 
Rawlins could be used to measure the types of transparency that I found interesting. The items are 
displayed in  

Table 34. The dimension in the right column in  

Table 34 is the dimension that the items are mapped to, based on the factor analysis. 
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Table 34: Items measuring transparency and expectation matching 

# Item description Dimension 

1 CIT discloses information in an accurate and timely fashion. General transparency 

2 CIT is open and direct about task/operational problems. Service transparency 

3 CIT is honest and open about motives and problems. Service transparency 

4 CIT clarifies general expectations early on in a new relationship. Planning transparency 

5 CIT evaluates at regular intervals the effectiveness of its work. Planning transparency 

6 CIT reveals and settles differences in expectations. Planning transparency 

7 CIT explores specific expectations in detail as the relationship develops. Planning transparency 

8 CIT provides information that is useful for making decisions. General transparency 

9 CIT informs me about IT changes and how they affect me. Planning transparency 

10 CIT asks for feedback about the quality of the information shared. Planning transparency 

11 CIT makes it easy to find the information I need. General transparency 

12 CIT provides operational information that is relevant for me. General transparency 

13 CIT provides information that is easy for me to understand. General transparency 

14 CIT provides accurate and timely information. General transparency 

15 CIT provides information that is trustworthy. General transparency 

16 CIT provides information that might be damaging to CIT's reputation. Service transparency 

17 CIT is open to criticism from people like me. Service transparency 

18 CIT freely admits when it has made mistakes. Service transparency 

 
Measuring service quality 
Service quality was measured according to a customized version of Parasuramans et al.’s (1988) survey 
of service quality. The customization consisted of two major changes. Firstly, the dimensions of tangibles 
and empathy were removed. Tangibles were removed because the relationship between IT and business 
was occurring within the same organizational boundary, and because no issues were identified with this 
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specific dimension of service quality in the interpretive research (THE INTERPRETIVE ANALYSIS). 
Sometimes people meet at the HQ, sometimes at the business units, and sometimes at the IT department. 
Based on this, investigating tangibles was assessed to be irrelevant to the current research project. 
Empathy was removed because no issues were found regarding empathy in the interpretive analysis, and 
because I wanted to focus on the dimensions of reliability, responsiveness, and reassurance. Empathy 
covers items such as convenient opening hours and individual attention. While convenient openings 
hours are irrelevant to the research context, measuring whether individual attention was given could 
have provided some value. Unfortunately, the decision to exclude empathy was made at a point in time 
such that I could not go back and include it. The decision to exclude empathy was also based on the total 
size of the web-based survey. With all of the items in the survey, it was voluminous and an increased size 
could have had a negative effect on the response rate. As a result, I decided to remove empathy from the 
survey. Based on this decision, the conclusion drawn from the positivistic research should be read with 
the assumption that service quality does not include the dimensions of empathy (or tangibles). To further 
reduce the survey size, I excluded the expectation portion of the SERVQUAL scale. Babakus and Boller 
(1992) found that the expectation portion of the SERVQUAL scale adds ‘‘no additional information’’ 
beyond that which is obtained from performance perceptions alone. Parasuraman et al. (1994) compared 
the performance of four alternative measures and found that the performance-only measurement 
outperforms SERVQUAL. Based on these investigations, and to trim down the survey, only the 
performance dimensions were included in the below items. With a basis in the SERVQUAL scale by 
Parasuraman, the items shown in Table 35 were used to measure service quality. 

Table 35: Items measuring service quality 

# Item description Dimension 

1 CIT provides deliveries as promised. Reliability 

2 CIT can be depended upon when handling IT problems and issues. Reliability 

3 CIT delivers the right product/service the first time. Reliability 

4 CIT provides deliveries at the promised time. Reliability 

5 CIT keeps customers informed about when deliveries will be made and delays. Reliability 

6 CIT provides prompt service to users. Responsiveness 

7 CIT is willing to help users. Responsiveness 

8 CIT is ready to respond to users' requests. Responsiveness 

9 CIT makes customers feel secure in their transactions with Carlsberg IT. Reassurance 

10 CIT has the right knowledge to answer customers’ questions Reassurance 

 
The items in Table 33,  
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Table 34 and Table 35 were included in the web-based survey. Besides these items, a few items were 
included as control variables. The full survey can be found in APPENDIX C. 

Performing an analyzing the experiment 
To explore the causal effects of service and planning transparency on trust and service quality, a quasi-
experiment was performed. According to Campbell et al. (1959), several methods exist for conducting 
experimental research. The common denominator in these methods is the use of some kind of 
intervention. Possible forms of intervention include a change in the organizational structure, introduction 
of a new process, or development of a new tool that the employees could use. One of the simpler 
methods of conducting experimental research is to select a group of participants, measure certain 
variables (denoted as O1), introduce an intervention (X), and then measure the concepts again (O2). 
However, this method suffers from several weaknesses, the biggest of which is that the observations 
made in the post measurement period (O2) are not directly linked to the intervention. External changes 
besides the intervention might result in the changes seen at O2, which would render the results invalid. 
In such a case, it would be impossible to distinguish what other than X caused the changes. A solution to 
this problem is to control for external changes by including extra variables. However, in a complex context 
such as the relationship between large and complex departments, it is infeasible to control for all possible 
changes that could happen between O1 and O2. A more appropriate method is to define a control group. 
Using the symbolic representations of Campbell et al. (1959) described above, this design is outlined as: 

O1 X O2 

O1  O2 

The essence of this experimental design is that two groups are established (the two lines above). One 
group is the experimental group, which is exposed to the intervention. The other group is the control 
group, which is not exposed to the intervention. If both groups consist of people from the same 
population, then any external changes affecting the experimental group should also affect the control 
group. This field experiment design requires two conditions to be met: 1) a large sample is necessary to 
achieve statistical significance, and 2) randomization is required to make sure the assigned groups’ best 
represents the total population. For instance, if 25 persons from the design department were assigned 
to a specific group and 25 from another department to another group, then the problem with comparison 
and external changes would still be present because changes to the design department would not affect 
the other department. Any changes to the groups could therefore be a result of external changes to one 
of the department instead of an effect of the manipulation introduced. To overcome this problem, it is 
necessary to perform participant randomization. Using the terminology of Campbell et al. (1959), the 
research design with randomization would look like: 

R O1 X O2 

O1  O2 

Using randomization (R), and establishing a control group eliminates the weaknesses of quasi-
experiments and allows the assessment of how variation within a set of independent variables affects 
the dependent variables (Zmud et al., 1989). In this thesis, a randomized experiment was selected 
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because the design constituted a sound method that could be used in an inter-organizational context, 
and because the method was found to be feasible for hypothesis testing. 

To conduct the actual experiment, the web-based survey was used to collect data about transparency, 
trust, and service quality. The participants who answered the first survey (O1) were used as potential 
participants for the experiment. Since the participants were found to be evenly distributed according to 
role, country, and length of employment, no non-response bias was identified. After the data from O1 
had been analyzed, the intervention was introduced. This introduction was done in a number of steps. 
The first step was to assign an incrementally increasing number to each employee who had answered O1. 
Then, a random number generator was used to assign half of the numbers to one group, which was 
denoted the experimental group. The remaining participants were assigned to the control group. A total 
of 139 participants completed the pre-measurement (O1), which resulted in a group of 69 individuals for 
the control group and a group of 70 for the experimental group. Randomization ensured that both groups 
represented the relevant departments at Carlsberg and that the sample was large enough to test for 
significance. (e.g. participants from Denmark were represented in both the control group and the 
experimental group). No switching of the participants between groups was needed, as all of the countries 
were represented in both groups. After the experimental and control groups had been determined, an 
email was sent to the experimental group. The message featured a link to the intervention and a brief 
introduction. After three months, the survey was again sent to both groups, with the same survey 
(denoted as O2). Besides the items used in the pre-measurement, additional items were included to 
determine whether the participant had used the intervention and to what degree. After three weeks has 
passed, the data from the pre- and post-measurements were gathered from Survey Monkey25 and added 
to SPSS26. Unfortunately, it was difficult to get the participants to answer the survey a second time. 
Despite several reminders being sent by email, only 99 participants completed the O2 survey. Besides 
analysis of reliability, statistical analysis was performed using t-tests to compare the results from the 
control and experiment groups. Because several employees in the experimental group had not used the 
intervention, these individuals were added to the control group27. This helped identify only the effects of 
the intervention tool on the primary research concepts and mitigate the effects of unrealistically raising 
expectations (this is discussed later in this chapter). After those who had not used the tool were added 
to the control group, 31 individuals remained in the experimental group, 68 were in the control group, 
and a test was added to evaluate this approach (Was there a significant difference between the pre and 
post scores for people in the experimental group who used the tool? (Q2)). The total number of 
participants who provided complete data was therefore 99. To determine whether the empirical data 
was significant when testing correlations and causality, a significance level of 0.05 was selected. This 
means that if the probability of obtaining a result equal to or greater than what actually occurred, under 
the assumption of no effect, is less than 5%. During the experiment, no employees in IT were allowed 
access to the tool. 

                                                           
25 A web-based tool to collect survey responses. 

26 A tool for statistical analysis by developed by IBM. 

27 More information about this decision can be found in APPENDIX L. 
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The use of an experiment enabled the development of causal models based on information gathered in 
natural—and hence more generalizable—settings for studying phenomena (Zmud et al., 1989). However, 
the performance of such an experiment also carries weaknesses and pitfalls. Zmud et al. (1989) and 
Campbell et al. (1959) summarize some of the issues with performing experiments. The most important 
issues are listed below:  

� Withholding beneficial treatment to certain participants. 
� Unintentionally causing harm to certain participants. 
� Unintentionally changing participants’ values. 
� Unrealistically altering participants’ expectations. 
� Violating participants’ privacy or rights. 
� Inter-unit transfers/interaction can contaminate the effects of the intervention on experimental 

groups. 

The issues of withholding beneficial treatment and unintentionally causing harm can be ignored because 
this field experiment was about introducing transparency, which constitutes an additional option for the 
participants. The participants in the control group were not informed about the transparency tool. 
Therefore, their opinions could not have been altered because they were unaware of the tool that was 
withheld from them. Violating privacy rights was also safe to ignore because the disclosed information 
was accessible in another (although more cumbersome) way. Changing the values of the participants was 
not assessed to be an issue either, neither by the company nor by me. Transparency had been on the 
agenda for more than a year within the case organization. Even if it had only been approached 
strategically rather than operationally, by IT and business managers, talking about transparency was not 
something new to the organization. Therefore, only two issues needed to be considered: unrealistically 
altering the participants’ expectations, and contamination via interaction. 

Unrealistically altering the participants’ expectations 
In an organizational experiment, an intervention is introduced to alter something within the case 
organization. The intervention makes it possible to induce changes in the organization, and can cause an 
increase or decrease in specific variables. A positive effect of an intervention is often used as justification 
for its introduction. The justification serves a purpose, since few managers would allow an intervention 
with a negative effect, yet it can also raise the expectations of the participants in an unrealistic way. For 
example, with the introduction of transparency, experimental participants would expect some sort of 
change. This can affect how much time the participants use in trying to understand the disclosed 
information, the interpretation of the information, and how valid the information is perceived to be. It is 
possible that in a real life scenario, increased transparency would not provide the same effects as 
transparency introduced by a Ph.D. student, because the former is not accompanied by a “scientific 
approach.” Artificially altering the expectations of the participants in a field experiment can affect the 
results of the experiment, which is important to keep in mind when results are being interpreted. To 
accommodate for the altering of expectations, the intervention performed in the experiment was tracked 
over a longer period. Although this would be expected to mitigate some the “Ph.D.” effect, the effect 
cannot be completely disregarded. 
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Contamination of interaction 
It may be impossible to prohibit contact among participants assigned to distinct experimental groups in 
field experiments (Zmud et al., 1989). When a treatment or intervention is perceived as beneficial and 
interaction occurs, the data from the control group may no longer be used as a valid comparison. If the 
control group is indirectly exposed to the same treatment as the experimental group, the results from 
both groups should match, leaving no observable difference. This means that if a difference between the 
control and experimental groups is seen, even with interaction present, it can be concluded that the 
treatment was effective (Zmud et al., 1989). On the other hand, no difference in values, with interaction 
either not controlled for or maybe present, makes it difficult to draw any conclusions regarding the 
effects of the treatment. The effect of contamination can be mitigated by telling participants not to talk 
to other participants, or by giving the participants a special login (for IT systems). For the manipulation 
introduced in Carlsberg, a special key was provided to the participants assigned to the experimental 
group. This key made it possible to gain access to the tool. Furthermore, the participants were told not 
to share the tool or key with anyone else. This combination was found to limit contamination via 
interaction. 

15.3 Chapter summary 
This chapter introduced the methods used in the positivistic portion of the research. The two methods 
used were quantitative research via a survey instrument, and the introduction of a transparency 
intervention. These methods were used to fulfill the goal of the positivistic research, namely to form a 
positivistic understanding based on the interpretive understanding previously formed and to provide 
additional data to confirm or reject the underlying theory of the proposed framework. Moreover, the 
methods provide help in assessing whether an increase in transparency can move Carlsberg from the 
lower left corner (low trust/low transparency) of the trust/transparency model to the right upper corner 
(high trust/high transparency). 

16 EXTENDING THE FRAMEWORK  
The SP framework proposes that service and planning transparency have an influence on the level of 
trust. Moreover, the framework identifies several barriers that could hinder the utilization of 
transparency to create trust. The propositions, which were formed based on the SP framework, were 
supported in the previous part of the thesis. This acted as a validation of the framework. 

Yet, even if the framework was validated, some of the rival explanations revealed mechanisms and 
factors that the framework did not account for. These rival explanations touched on the relationship 
between transparency, trust, and service quality. The explanations and the elements therein were not 
included in the framework because they were not identified within the alignment or trust literature. As 
such, the framework could benefit from including these mechanisms because they provide information 
about how the concepts interact, with the caveat that they should be further validated in other studies. 
In total, three rival explanations were identified that can extend the scope of the framework: 

1. Delayed or fragmented business projects have a negative influence on transparency. 
2. Frequent organizational changes have a negative influence on transparency. 
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3. The reluctance of one of the parties to learn about the other’s domain has a negative influence 
on transparency. 

These (rival) explanations will be discussed below. 

16.1 Delayed or fragmented business projects 
The first explanation was included in framework because it highlights a topic that was not identified in 
the alignment literature. Although the literature emphasized that complexity has a negative influence on 
transparency, complexity and fragmented/delayed business projects are not similar concepts. 
Complexity can originate from fragmented or unfinished projects, but an organization can be complex 
and but have no such projects. At Carlsberg, a large business standardization project was severely delayed. 
To prepare for the standardization project, the IT department had changed its processes to prepare for 
the project’s completion. However, because the project was delayed, the IT department suddenly had 
processes that did not fit the business departments, leading to problems with transparency and 
compatibility, amongst other things. This was not the first time a large business project had been delayed. 
In general, the business departments at Carlsberg were found to be heterogeneous and complex. This 
made it increasingly difficult for the IT department to provide the right type of information and to 
communicate in an adequate manner because they could not tailor their processes to the different 
departments’ requirements. When CIT choose to implement a “one-size-fits-all” process (THE 
RELATIONSHIP FROM THE PERSPECTIVE OF IT), this had a negative impact on relational transparency. 

16.2 Frequent organizational changes 
The second explanation is that frequent organizational changes decrease transparency. The empirical 
data indicated that at Carlsberg, the low level of trust present in the relationship contributed to frequent 
organizational changes. For instance, the chapter THE RELATIONSHIP FROM THE PERSPECTIVE OF THE 
RESEACHER describes four major changes that occurred during the writing of this thesis. Each change was 
fueled by a different managerial focus. One change was due to an end-to-end process perspective, while 
another change aimed to create accountability. Yet another changed focused on centralization, and yet 
another standardization. These changes included the hiring and firing of managers, change in IT systems, 
and a change in strategy. All of the changes that were observed—be they changes in management, new 
ways to lead, new ways to assess performance, or new processes—resulted in a period in which 
transparency suffered. When there was not enough time to adapt to the changes, the level of 
transparency continuously declined. 

16.3 Lack of engagement 
The final rival explanation, regarding one party’s unwillingness to move closer to the other, was also 
included in the framework. At Carlsberg, all of the problems emphasized by IT and business employees 
concerned the IT side of the relationship. This is not unique to Carlsberg. Coughlan et al. (2005) observed 
the same pattern in a similar study. Historically, IT had several failed projects that the business 
interviewees remembered and stressed. However, even if IT had an inferior reputation, why did they 
themselves not mention any issues with the business side? The surveys conducted in the IT department 
contained little to no mention of the business being stubborn, failing to understand them, or having 
unrealistic expectations. It could be argued that the relationship between IT and the business is locked 
into an understanding that IT should supply and the business should receive: the business makes the 
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money; the IT department adapts to the business’s requirements. This understanding frames the 
direction that the IT department is heading. Instead of asking what IT employees can do to improve the 
IT-business relationship, they ask what they can do to improve their own performance. However, put to 
the extreme, if the performance sought after by business is built on unrealistic expectations, or the 
business has a false perception of CIT’s performance, CIT will never succeed, leading to one unsuccessful 
change after the other. To overcome the barriers of separate languages, separate mindsets, and a 
complex organizational environment, both parties need to be engaged and willing to learn about the 
other’s environment and constraints. 

Rival summary 
The three explanations above constituted significant barriers to transparency within the case 
organization that had a negative influence on how transparency was used to create trust and service 
quality. It should be stressed, however, that the inclusion of these explanations is based on single case 
study. As such, the barriers will be included in the framework, but with the remark that they should be 
tested and confirmed by other scholars in future studies to ensure their validity. 

16.4 Other additions 
Besides the three barriers, other additions were performed. These additions will be discussed below. 

Mutual reinforcement 
From the second explanation just discussed follows another insight. Several examples were found in the 
data indicating that the relationship between transparency and trust is mutually reinforced (see the 
terminology section in the chapter INTRODUCTION for a definition). For instance, at Carlsberg, the low 
degree of trust led to organizational changes, which led to less transparency, which again led to low trust. 
One interviewee said that because of rumors about IT’s past failures, she was more reluctant to 
communicate and involve the IT department in business matters. In other words, the low degree of trust 
between the departments influenced the level of transparency. Moreover, when asking the business how 
transparent they were, two managers said that IT was informed last, or in some cases not at all, because 
the business did not want anything to do with IT. In general, the business admitted that they could be 
more transparent, but also that they had difficulty justifying an increase in transparency because of the 
inferior relationship with the IT department and the poor performance of the IT department (THE 
RELATIONSHIP FROM THE PERSPECTIVE OF THE BUSINESS). Because of these examples, I found that the 
framework should reflect that the interaction between transparency and trust was mutually reinforcing. 
An increase in transparency could result in greater trust, and an increase in trust could result in greater 
transparency. This reflection is consistent with the findings of authors such as Wagner et al. (2012) and 
others, who argue that the relationship between trust and transparency constitutes a virtuous/vicious 
cycle. 

Limitations 
Another extension, or rather change, to the framework was to specify the conditions for the conceptual 
relationships. Here, two conditions were noted from the answering of the propositions in the chapter 
THE INTERPRETIVE ANALYSIS. First, no problems with integrity-based trust were identified. It was only 
the competence-based trust that was found to be low. Therefore, the framework cannot state that 
service and planning transparency affects all dimensions of trust, but it can argue that service and 
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planning transparency affect the level of competence-based trust. The other condition is that the parties 
in the relationship find the information they receive trustworthy. If any parties in a relationship find that 
the service or planning transparency cannot be trusted, this information cannot be used to create trust, 
much like the prediction in the trust/transparency model. At Carlsberg, none of the employees rejected 
the information disclosed by IT due to mistrust. 

Service quality 
One of the supported propositions (proposition 7) was that a low level of transparency has a negative 
influence on the level of service quality. The argument is that when transparency is low, a gap exists 
between the perception of performance and actual performance. This was identified in the empirical 
data, in which the IT department had above average scores on delivery of change requests, yet received 
severe critiques from the business employees interviewed. Moreover, the business employees felt less 
secure when they could not obtain the status of their deliveries. Because this proposition was supported, 
and because support for the proposition was identified in the literature (e.g. Mason & Hillenbrand, 2013), 
the link between transparency and service quality was added to the framework.  

16.5 The extended SP framework 
Based on the above discussion, the framework from FRAMEWORK & PROPOSITIONS was extended. This 
extended framework is displayed in Figure 21. 

 

Figure 21: The extended SP framework 

In total, the following changes were made to the framework: the number of barriers was extended to 
include delayed business projects, organizational changes, a lack of engagement, and mistrust in 
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information; only competence-based trust interacts with transparency; the relationship between 
transparency and trust is mutual reinforced; and service quality is linked to transparency. These changes 
were supported by the qualitative analysis and data. 

Despite these changes, the core idea behind the framework remains the same as the original framework 
presented in FRAMEWORK & PROPOSITIONS. When comparing the idea of the framework with the 
interviews, two overall approaches to obtain IT-business alignment were identified. 1) The first approach 
was centered on the mitigation of transgressions of trust and the creation of a mutual and realistic 
understanding between parties; and the 2) second perspective was centered on improving performance 
in order to avoid transgressions and to fulfill the requirement of the business customers. The approach 
to achieve alignment identified in older alignment research, and the approach identified in the empirical 
data, were mainly weighed towards improving performance by changing the organizational setting and 
processes (that is, the second approach). It was evident that the IT and business employees were more 
focused on efficiency rather than evaluating whether they were doing the right things, and they did not 
consider whether they could be better at collaborating. The idea was that if the IT department could just 
be stable and predictable in their delivery to the business, and function exactly like the business wanted, 
no issues would emerge. The perspective of the framework is different. Instead of advocating for finding 
the “right” mechanical fit between business and IT, the underlying approach of the framework is to 
acknowledge that the perfect fit does not exist—or at least that finding such a fit is increasingly difficult 
in a volatile and complex environment such as that of Carlsberg. Instead of searching for the right fit, 
transparency is required because expectations will inevitably be broken, the organization will change 
often, and demands from stakeholders and customers are often conflicting. Rather than assuming that a 
perfect fit can be created in such a way that issues never emerge, a better approach is to assume that 
issues will emerge, and then try to create a means to alleviate issues in such a context. This requires that 
the parties are willing to learn about one other, that they trust the information disclosed by the other 
party, and that resources are used to promote the level of transparency between them. The idea of the 
framework builds on the importance of the informal structure in obtaining alignment. As Chen (2002) 
argues, the better the interaction between IT and the business departments, the more likely that IT 
department can offer relevant services, proactively address challenges, and solve problems. This 
argument does not say that the second approach of improving performance by configuration is 
insignificant. The performance of the IT department at Carlsberg could quite possibly be enhanced by 
looking at the configuration of processes, roles, and structures, which would increase alignment. The 
argument states that such a perspective cannot stand by itself. In some studies, the informal structure is 
found to be more important for alignment than the formal structure (Chen, 2002; Wagner et al., 2012) 
and initiatives to enhance alignment should review both. The SP framework features a way to look at the 
interplay between transparency, trust, and service quality with regard to the informal structure. 

16.6 Hypotheses 
The interpretive chapters addressed the propositions stated in FRAMEWORK & PROPOSITIONS using 
interpretive methods such as interviews, categorization, and the proposal of rival explanations. One of 
the results of this portion of the research was the validation of the SP framework. In the positivistic phase, 
the SP framework was also validated, but using a different toolset. This toolset included surveys to collect 
quantitative data, an experiment, and statistical analysis. To use these methods, the propositions needed 
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to be operationalized into testable hypotheses. Unlike propositions, which can never be truly tested (Yin, 
2003) hypotheses take the form of an “affirming antecedent.” This means that they consist of a premise 
and a conclusion. The hypotheses are only supported if the premise and the conclusion are both 
supported. 

For a number of reasons, not all of the propositions were operationalized into hypotheses. One 
justification for this choice was that the introduction of an intervention is a resource dependent process. 
To keep things simple, the focus should be kept on the core idea behind the framework, namely that 
transparency can lead to trust and service quality. However, another reason that was just as important 
was that some of the propositions were formulated after the survey data had been collected. This was 
unfortunate, since it would have been interesting to confirm or reject all of the propositions using a 
positivistic toolset. The consequence of this choice is discussed in the final part of the thesis, Part VI. In 
total, three hypotheses were constructed. The null hypothesis (H0) contained a premise. If that premise 
was found to be false, the other hypotheses were to be considered false as well. I write considered 
because it would be possible, albeit very unlikely, to have hidden variables that would render the premise 
of the null hypothesis false but still allow causality to exist. The hypotheses used to test the SP framework 
were the following: 

� H0: Transparency is not significantly correlated to either trust or service quality in the research 
context.  

� H1: An increase in planning or service transparency will have a significant effect on trust in the 
research context. 

� H2: An increase in planning or service transparency will have a significant effect on service 
quality in the research context. 

The first hypothesis (H0) acted as the null hypothesis that could disconfirm the idea of the framework in 
an early stage: if no correlation were found between transparency, trust, and service quality, then no 
causality could be found either. The aim of the other hypotheses was to explain the detailed effects of 
the framework. H1 tested whether the introduction of service and planning transparency28 would have a 
significant effect on trust. Recall from the literature review Akkermans’ et al. (2004) finding that travail 
was required to bring an organization out of a vicious low trust/low transparency cycle. The introduction 
of the intervention was a way to effect a significant increase in transparency. Based on the literature, 
such an increase would be unlikely to happen by itself because of the low degree of trust found. 
Hypotheses 1 therefore measured whether this artificial interference could break the vicious 
trust/transparency cycle identified by Akkermans et al. and increase trust. If this were found to be true, 
it would provide further validation for Propositions 1 and 2, which were found to be supported in the 
chapter THE INTERPRETIVE ANALYSIS. 

H2 tested whether the introduction of service and planning transparency29 would have a significant effect 
service quality. It should be noted here, as has previously been argued, that service quality is included in 

                                                           
28 Via the intervention 

29 Via the intervention 
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the surveys and thesis because of the need to generalize, and to avoid the risk of increasing transparency 
or trust for their own sake. Since service quality has been measured and tested in many different 
settings30, the inclusion of service quality would help to generalize the findings of the thesis and compare 
the findings to other contexts. If H2 were found to be true, it would provide further support for 
Proposition 7, which was found to be weakly supported in the chapter THE INTERPRETIVE ANALYSIS. 

Limitations 
Regarding the ability to apply the hypotheses outside the boundaries of Carlsberg, it should be noted that 
every argument has some limitations that can provide grounds for rebutting or refuting the claim (Van 
de Ven, 2007). One limitation of the hypotheses is that they only test whether conceptual relationship 
exist in the context of Carlsberg. If other scholars applied the theory elsewhere, it would be uncertain 
whether the same results could be achieved. The conditions for using the theory in other contexts will be 
discussed in the chapter DISCUSSION.  

Another limitation of the analysis is that only some of the propositions were operationalized into 
hypotheses. More precisely, only Propositions 1, 2, and 7 were turned into hypotheses. This means that 
the positivistic research does not provide further validation for the barriers in the SP framework, which 
are addressed in Propositions 3-6, but only explores the relationships between the primary concepts. 

16.7 Chapter summary 
This chapter extended the SP framework based on the interpretive understanding formed in the earlier 
phase of the research. The updated version of the framework can be seen in Figure 21. The three 
interpretive findings that were used to extend the framework were that the following had a negative 
effect on transparency: 1) delayed or fragmented business projects, 2) frequent organizational changes, 
and 3) the reluctance of one of the parties to learn about the other’s domain. These findings were added 
to the framework as barriers to transparency affecting the relationship between transparency, trust, and 
service quality. Moreover, the relationship between transparency and trust was adjusted to be mutually 
reinforcing and service quality was added to the framework. The dimensions of the concepts in the 
framework were also refined. Only the competence-based dimension of trust and the assurance, 
responsiveness, and reliability dimensions of service quality are included as being influenced by 
transparency. 

To provide further validation of the framework, three of the propositions stated in FRAMEWORK & 
PROPOSITIONS were operationalized into hypotheses. The first hypothesis (H0) was used as the null 
hypotheses, and the other two hypotheses were used to explore the relationship between transparency 
trust, and service quality from a positivistic perspective.  

 

  

                                                           
30 Using the Servqual scale by Parasuraman et al. (1988) 
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17 FIRST MEASUREMENT 
The purpose of the first measurement was twofold: first, to test whether the survey instrument 
developed to measure transparency, trust, and service quality was reliable and could be used to track the 
effect of the intervention; and second, to examine whether a correlation between transparency, trust, 
and service quality existed at Carlsberg. If no correlation could be identified, there would be no need to 
search for causality, and the experiment could be abandoned. Four questions needed to be answered, 
namely: 

1. Are the components of transparency, trust, expectation matching and service quality reliable? 
2. What dimensions of transparency contribute most to trust and to each dimension of trust? 
3. Does expectation matching have an effect on the relationship between transparency and trust? 
4. Does transparency contribute to service quality? 

The aim of the first question was to explore whether the components of transparency, trust, expectation 
matching and service quality were reliable constructs. This question served as a validation check to see 
whether the constructed survey and constructs were reliable. In addition, the inquiry served as a check 
to see whether the items were measuring the same or different concepts. The aim of the second question 
was to identify what dimension of transparency contributed most, or at all, to trust and to each dimension 
of trust in the case organization. The aim of this question was to reject or confirm the null hypothesis. 
The aim of the third question was to explore whether expectation matching had an effect on the 
relationship between transparency and trust. This exploration was required because of the assumptions 
in the SP framework that expectation matching has a significant effect on the relationship. If expectation 
matching did not have a significant effect on the relationship between transparency and trust, the 
interpretive understanding formed would need to be reevaluated. The aim of the fourth and final 
question was to explore whether transparency contributed to service quality. This question was included 
because service quality is part of the SP framework, and because Proposition 7 in the chapter THE 
INTERPRETIVE ANALYSIS was supported. 

17.1 Are the components of transparency, trust, expectation matching and 
service quality reliable? (Q1) 

The performance of factor analysis on the items measuring trust, transparency, expectation matching, 
and service quality suggested seven independent dimensions. Two of the three dimensions of service 
quality were found to overlap with the dimensions of trust. The performance of factor analysis on the 
items not measuring service quality, followed by factor analysis on the items measuring service quality, 
suggested nine independent dimensions for the concepts. The factor loadings for these dimensions are 
displayed in APPENDIX D. The dimensions and their calculated alpha values are displayed in Table 36. 

Table 36: Conceptual dimensions identified through factor analysis. 

Dimension Survey items # Alpha Mean / sd. 

Competence-based Trust (5 items) 1,2,3,4,6 .86 2.66 / .74 

Integrity-based Trust (4 items) 5,7,8,13 .8 3.21 / .66 
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Expectation Matching (4 items) 13,14,15,16 .84 2.81 / .72 

Reliability (5 items) 28,29,30,31,32 .9 2.55 / .83 

Responsiveness (3 items) 33,34,35 .76 3.01 / .75 

Assurance (2 items) 36,37 .77 2.66 / .84 

General transparency (9 items) 10,17,18,19,20,21,22,23,24 .90 2.86 / .73 

Planning transparency (5 items) 12,13,14,15,16 .85 2.88 / .70 

Service transparency (4 items) 11,25,26,27 .78 2.94 / .75 

 
As Table 36 reveals, none of the alpha values for any of the dimensions was below .75. This indicated a 
good internal reliability for the survey. For the construct of transparency, three dimensions were 
identified: general transparency, planning transparency, and service transparency. General transparency 
measured whether the information was useful, relevant, timely, and easy to find; planning transparency 
measured whether employees were open and honest, whether expectations were clarified and explored, 
and whether differences were negotiated and settled. Service transparency measured whether 
employees were open about task problems, whether they disclosed damaging information, whether they 
were open to criticism, and whether they admitted mistakes regarding broken expectations. These 
dimensions were found to correspond well with the dimensions of the SP framework (FRAMEWORK & 
PROPOSITIONS). 

For the construct of trust, two of the dimensions identified in the literature review of trust (see TRUST 
THEORY) were also present in the data. These dimensions were integrity and competence. For the 
construct measuring expectation matching, no significant interdependence was found with other 
concepts (alpha = .84) and three dimensions were discovered, namely reliability, responsiveness, and 
assurance. Based on the alpha values calculated, the items measuring trust, transparency, expectation 
matching, and service quality were found to be reliable and could be used to reject or confirm the null 
hypothesis and evaluate the effect of the intervention. 

17.2 What dimensions of transparency contribute most to trust and to each 
dimension of trust? (Q2) 

The results of performing bivariate analysis on transparency and trust are displayed in Table 37. The 
numbers in parenthesis are the reliability coefficients for each scale. 

Table 37: Pearson correlations between the dimensions constituted by the survey items.*=p < .001 

Measure 1 2 3 4 5 6 

1. Competence-based trust (1) .595* .905* .714* .588* .628* 

2. Integrity-based trust  (1) .881* .641* .655* .693* 



FIRST MEASUREMENT 
 

Page 151/245 

3. Overall trust   (1) .761* .694* .737* 

4. General transparency    (1) .637* .713* 

5. Service transparency     (1) .614* 

6. Planning transparency      (1) 

 
As shown in Table 37, large and significant correlations between the dimensions of transparency and 
trust were identified. To test these correlations further, three iterations of regression analysis were 
performed with overall trust, competence-based trust, and integrity-based based trust as dependent 
variables. The variance explained by the models were 69% for overall trust as a dependent variable (r=.83), 
55% for competence-based trust as a dependent variable (r=.75), and 50% for integrity-based trust as a 
dependent variable (r=.58). The standardized beta coefficients and the significance are displayed in Table 
38. 

Table 38: Regression analysis with dimensions of trust as dependent variables. * = p < 0.001 

Model  DV: Overall trust DV: Competence 
trust 

DV: Integrity trust 

Beta Sig. Beta Sig. Beta Sig. 

1. General transparency .370 p < .001 .472 p < .001 .173 p < 0.05 

2. Service transparency .268 p < .001 .173 p < .05 .313 p < .001 

3. Planning 
transparency 

.309 p < .001 .185 p < .05 .377 p < .001 

 
The regression analysis found that general transparency best predicted competence-based trust, 
whereas planning transparency best predicted integrity-based trust. All three of the dimensions had a 
significant contribution to overall trust, competence-based trust, and integrity-based trust and could 
explain up to 69% of the variance in overall trust. That general transparency contributed more towards 
competence-based trust (beta= .472, p < .001) than service and planning transparency (beta= .173, p < 
0.05, beta= .185, p < .05) was not surprising. The items measuring general transparency concerned how 
well the information was received, whether it was relevant, and whether it was useful. Hence, these 
items overlapped with planning and service transparency. For instance, informing customers about 
change requests and normative expectations could both be relevant for the receiver. Still, in combination, 
the three dimensions of transparency better explained the variance in overall trust, competence-based 
trust, and integrity-based trust compared to the individual dimensions. 

Based on the analysis, it was found that general transparency and planning transparency contributed 
most to overall trust. General transparency contributed most to competence-based trust, and planning 
and service transparency contributed most to integrity-based trust. All of the dimensions had a significant 
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effect on the two dimensions of trust identified, and the null hypotheses (H0) could therefore be rejected. 
With a basis in Cohen’s (1988) guidelines for relational strength, transparency was strongly correlated to 
trust and to each dimension of trust at Carlsberg. 

17.3 Does expectation matching have an effect on the relationship between 
transparency and trust? (Q3) 

The effect of expectation matching on the relationship between transparency and trust can take the form 
of moderation or mediation. Mediation refers to a sequence of causal relations by which X exerts its 
effect on Y by influencing intervening variables. Moderation describes a situation in which X’s effect on Y 
varies as a function of some third variable (Hayes, 2009). 

To test whether expectation matching had a moderating effect, the following method was used: 
regression analysis was performed to assess whether expectation matching interacted with transparency 
to predict trust. Before forming a product term to represent the interaction between transparency and 
expectation matching, scores for both variables were centered by subtracting the sample mean. This 
approach is recommended by Aiken & West (1991) for obtaining a meaningful interpretation of results 
in interaction analysis. The regression included overall transparency (general, planning, and service 
transparency), expectation matching, and a transparency X expectation matching term as predictors of 
trust. Selected output from the regression is displayed in Table 39. The overall regression model showed 
a good fit (r = .812, F = 85.3). Transparency and expectation matching each contributed significantly to 
trust. However, the interaction term was found not to be statistically significant (beta = .048, p = .344). 
Because the interaction term was statistically insignificant, no moderating effect of expectation matching 
was found. 

Table 39: Regression analysis on the dependent variable ‘overall trust’ with an interaction term 

Independent variable Beta Std. Error Sig. T 

Overall transparency .593 .061 p < .005 8.69 

Expectation Matching .293 .059 p < .005 4.36 

Transparency x Expectation M. .044 .061 p = .361 .944 

 
To test for a mediating relationship, the bootstrap method described by Hayes (2009) was followed: the 
effect of transparency on expectation matching and the effect of transparency on trust were calculated. 
Then, the effect of transparency on trust was calculated, controlling for expectation matching. The 
standardized coefficients are shown in Figure 22. 
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Figure 22: Mediation effect of expectation matching on the relationship between transparency and trust. *=p<.001, 

**=effect after controlling for expectation matching. 

All of the beta values were found to be significant. The indirect effect of transparency via expectation 
matching on trust was significant. However, since the relationship between transparency and trust was 
still significant after controlling for expectation matching (beta = .584, p < .001), only partial mediation 
was identified. The standardized indirect effect with 5000 bootstrap resamples was .198 (p < .001, 95% 
CI = .09 to .31). The indirect effect accounted for 25% of the total effect. Based on the analysis, 
expectation matching was found have a statistically significant effect on the relationship between 
transparency and trust by acting as a mediating variable. Performing the Sobel test yielded a result of 
z=4.47, e=0.04 (p < .001), which supported the indirect effect of expectation matching on trust. 
Transparency had an effect on expectation matching, which had a positive impact on trust. However, 
transparency still contributed strongly to trust besides the indirect effect of expectation matching (beta 
= .584, p < .001). This result does not invalidate the SP framework. While expectation matching measures 
how well expectations are clarified and settled, this is only equivalent to the planning transparency 
component of the framework. The finding that expectation matching has a significant effect on the 
relationship between transparency and trust confirms that planning transparency is important, but that 
service transparency (and perhaps other forms of transparency) is important as well. This is in line with 
the finding that a model containing general transparency, service transparency, and planning 
transparency could account for almost 70% of the variance in the overall level of trust. 

17.4 Does transparency contribute to service quality? (Q4) 
Regression analysis was performed to explore whether service quality and transparency were correlated. 
The dependent variable of service quality was made up of the dimensions of reliability, responsiveness, 
and assurance. The regression model included the independent variables of general transparency, 
planning transparency, and service transparency. After entering the variables, the model explained 64% 
of the variance in service quality. The individual contributions of each variable were the following: general 
transparency had a beta value of .480 (p < .001), planning transparency had a beta value of .182 (p < .05), 
and service transparency had a beta value of .235 (p < .001). Each of the transparency dimensions was 
significant. 
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The effects on each dimension of service quality are displayed in Table 40. 

Table 40: Regression models for service quality. 

DV: Service Quality (assurance, reliability, responsiveness) Beta Sig. 

General transparency .480 p < .001 

Planning transparency .182 p < .05 

Service transparency .235 p < .001 

 
The results show that general transparency was most strongly correlated with service quality. Service 
transparency was more weakly correlated to service quality and planning transparency had the weakest 
correlation. All of the independent variables were significant. Based on the analysis, transparency was 
found to have a large effect on service quality, with the largest contributions coming from general 
transparency and service transparency (beta = .480, p < .001 and beta = .254, p < .001, respectively). 

17.5 Chapter summary 
This chapter assessed whether the developed survey was reliable. Furthermore, the chapter tested 
whether transparency was correlated to trust, whether expectation matching had an effect on the 
relationship between transparency and trust, and whether transparency was correlated to service quality. 
Using statistical analysis, the constructed survey was found to be a reliable instrument for measuring the 
selected concepts. With small adjustments based on the factor loadings, good alpha values were achieved. 
Regarding the correlations, transparency was significantly correlated with trust and service quality. This 
correlation was strong and positive. In other words, employees in the business departments who found 
that Carlsberg IT was transparent also found that they could trust Carlsberg IT and rated their service 
quality highly. This finding is sufficient to reject the null hypothesis that transparency is not significantly 
correlated to trust or service quality in the research context. Transparency via expectation matching was 
found to have a significant indirect effect on trust, supporting the theory of the SP framework. The effect 
of expectation matching was not complete (beta = .584, p < .001), however, indicating that both planning 
and service transparency were important when trying to improve trust. The best model to explain the 
level of trust via transparency accounted for 69% of the variance in the items used to measure the 
concepts.  
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18 THE INTERVENTION 
The intervention, a “transparency tool,” was created in the programming language C#. This language was 
selected because it features a rapid application development environment (RAD). The tool was 
implemented using a SaaS approach (Software as a Service), where users could access the tool from 
anywhere within Carlsberg if they had the right key. The tool was located at the web address 
http://www.CarlsbergCR.Net.  

The basis for the intervention was the interpretive understanding formed in the interpretive analysis (THE 
INTERPRETIVE ANALYSIS). The following considerations, among others, were included when the tool was 
being developed: 

1. Support found for proposition one: If planning transparency is low in the relationship between 
the IT and business departments, it will have a negative influence on the level of trust. 

2. Support found for proposition two: If service transparency is low in the relationship between the 
IT and business departments, it will have a negative influence on the level of trust. 

3. Support found for proposition seven: If the level of trust or transparency is low in the relationship 
between the IT and business departments, it will have a negative influence on the level of service 
quality. 

4. Support found for proposition three: If the business cannot understand the language used by the 
IT department, or the IT department cannot understand the language used by the business, it 
will have a negative influence on the level of planning and service transparency. 

5. Significant effort is required: Akkermans (2004) et al. found that travail was required to bring an 
organization out of a vicious low trust/low transparency cycle. The intervention was to entail an 
increase in transparency that would have a very little chance of happening on its own. 

These considerations shaped the development of tool. The first two points meant that the intervention 
would need to increase planning and service transparency to be effective31. The third point implied that 
service quality should be measured before and after the experiment to see whether the intervention had 
an effect on this concept. The fourth point entailed that the tool should have a layout that was simple 
and intuitive: it should take the data from the IT department and apply it in neutral terms that both 
parties could understand. The fifth and final point emphasized that an initiative to increase transparency 
would be interesting because it would create an artificial situation that could break the vicious cycle 
described in the chapter EXTENDING THE FRAMEWORK, but also that I as a researcher should be wary of 
artificially increasing expectations. 

18.1 The situation before the intervention 
Before the intervention was introduced, the use of three different systems was required to obtain an 
overview of the change request area. These systems were difficult to navigate, they were only accessible 
to a few people, and only a few employees knew about them. Furthermore, they only provided access to 
service transparency and not planning transparency. The aim of the intervention tool was therefore to 
provide easy and intuitive access to information about change requests in an understandable language 

                                                           
31 According to the interpretive understanding 
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that built on the interpretive understanding formed from the research. Figure 23 provides a conceptual 
illustration of the tool. As the figure shows, the tool enabled the stakeholders (the eye) to obtain an 
improved overview of change requests, from the initial request to the delivery of the change. This was 
similar to the popular “track-and-trace” feature offered by some postal services: users could follow their 
package all the way from the vendor to delivery at their home address. The complete change request 
process was described in the chapter ABOUT CARLSBERG. 

 

Figure 23: An illustration of the tools scope 

One example of the tool’s use is when a stakeholder wants to know how far into the development phase 
a change request is. The stakeholder can then go to the tool via the web, find the change request, and 
view the amount of hours registered and the current estimated delivery date. The tool is segmented into 
three main areas: overview of change requests, details of a specific change request, and a dashboard. 

The tracking of a specific change request was how the tool improved service transparency. After the 
business and IT employees had agreed to deliver a change request to the business, the business could 
track the request. In this way, the predictive expectations of the business employee could be compared 
to the information in the system. An overview of every open change request and the information 
provided in the dashboard were how the tool improved planning transparency. By being able to view 
aggregated information and statistics about delivery times and schedules, the business employees could 
develop an image of the IT department based on actual information. This image could be compared to a 
situation in which the business employee bases his or her perception of the relationship on rumors or 
stories. The three areas of the tool will be discussed below. 

18.2 Overview of change requests 
The front page of the tool provided users with an overview of all open change requests. A change request 
is considered open when development is still ongoing. The status of the change requests were plotted in 
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the change request process so users could identify which step their own change request was in. The front 
page of the tool is displayed in Figure 24 

 

Figure 24: The overview page in the change request tool. 

The overview page was the first page seen by users of the tool. The top of the page contained methods 
to filter the change requests based on criteria such as date created, country, or type. For instance, if a 
user only wanted to see open change requests for Denmark, he could click on “Denmark” and only change 
requests developed for Denmark would be displayed. Furthermore, the user could search for open and 
closed requests in the search box. Each of the boxes represented a change request. For example, in the 
image above, two change requests were currently in the fourth phase of “Dispatch.” The change requests 
(boxes) were colored based on associated KPIs32. When a change request was green, all KPIs were met. 
When it was red, the KPIs were not met. In addition, the user could change view to see a different KPI. 
For example, if a user wanted to see how many currently open change request had exceeded budget, he 
could click on “budget view” and those change requests that had exceeded budget would be colored red. 
He could then click on each of the red change requests to view specific information about it. This process 
(user clicked on a change request in the tool) will be described in the following section.  

                                                           
32 Key Performance Indicator. KPIs evaluate the success of an organization for a specific area. 
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18.3 Details of a specific change request 
When a user clicked on a specific change request (box) in the overview, the page seen in Figure 25 was 
displayed. 

 

Figure 25: Information about a specific change request 

This page contained information about estimated delivery date, current actual spend, and the estimated 
price for the specific change request. Furthermore, users could see who had worked on the change 
requests and view the communication log between developers. It was also possible to find information 
about who was accountable, such as the current project manager and change request driver. Lastly, the 
top of the page featured key performance indicators, which provided a quick overview of the change 
request status. For the example change request shown in Figure 25, the delivery date had been exceeded 
by more than three days and thus the first KPI was red. Spend was within budget and a project manager 
was specified, so the second and third KPI indicators were green. Because the change request had been 
in the same phase for more than 25 days (51 days), the fourth KPI was yellow, indicating that no progress 
had been made recently. Besides an overview of open change requests and specific details, the user could 
also find performance statistics about the area as a whole. This will be elaborated on in the next section. 
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18.4 Dashboard 
The dashboard contained information about average delivery time for change requests, total amount of 
resources available, total work in person-hours, total spent that year, segmented by business department, 
and current satisfaction with delivery, among other information. In general, the dashboard contained 
aggregated information about the change request area as a whole.  

 

Figure 26: The dashboard with summarized information. 

Figure 26 shows a subset of the dashboard page. The first graph shows open change requests sorted by 
type for each month. The second graph shows open change requests divided according to estimated man-
hours. Using the dashboard, customers could get an overall impression of the change request area. This 
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included the average time until delivery and when one could expect that a new change would be 
completed. It was also possible to view how much each business unit had spent on change requests, so 
the units could plan and coordinate their IT development with the IT department. Furthermore, users 
could see the results of satisfaction surveys for the change request area. This is displayed in Figure 27. 

 

Figure 27: Customer satisfaction scores 

Each time a change request was closed, a manager would use the tool to send out a survey to measure 
satisfaction according to the dimensions displayed in Figure 27, building on historical satisfaction scores 
gathered before the tool was developed. This provided a way to see whether customers’ expectations 
were being met.  

18.5 System data 
The data in the tool was provided by different IT systems in CIT. The data was manually extracted from 
these systems (which few IT and business employees had access to) and imported into the tool. This 
procedure was performed by the researcher daily during the experiment. 
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18.6 Type of transparency 
From the above description, it should be clear that the tool created transparency regarding the work of 
the IT department and not the business department. This decision did not reflect a belief that 
transparency was only required from the IT department. It was, however, the only possibility for 
investigating whether service and planning transparency could lead to increased trust. The transparency 
tool increased IT transparency because IT transparency was the only type of transparency that I had 
access to improving. If the tool needed to increase business transparency as well, I would have needed 
to access confidential business information and disclose it. When I inquired about this possibility with 
some business employees, they stated that it would be impossible. Therefore, it remains a task for future 
scholars to explore how a tool that increases business transparency would affect variables such as service 
quality and trust in an IT-business context such as that at Carlsberg. 

Mapping the tool to the SP framework 
The tool featured three sections: an overview, information about specific change requests, and the 
dashboard. In Table 41, these sections are mapped to planning and service transparency. 

Table 41: Mapping the contents of the tool to the SP framework. 

Section Description Mapped to 

Overview An overview of all open change requests, colors indicating 
status of the requests, and different views of the requests 

Planning transparency 

Specific requests Information on delivery, accountability, cost, messages, 
log, estimates, time registered, and expected delivery. 

Service transparency 

Dashboard An overview provided by aggregate information, such as 
average time to deliver a change requests, resources 
available in the IT department, precision of estimates, and 
types of change requests. 

Planning transparency 

 
Based on this mapping, the tool was predicted to increase both service and planning transparency. 
Whether this was actually the case will be discussed in the next chapter. 

18.7 Chapter summary 
To create an intervention at Carlsberg, a tool was developed. Users were able to obtain information about 
the change request area of the IT department. The information featured in the tool was segmented into 
planning and service transparency, similar to the distinction used in the SP framework (FRAMEWORK & 
PROPOSITIONS). Service transparency was increased because the user could track specific information 
about a change request, including delivery time; estimates; the persons working on the request; when 
work had been done; and how far the change was in the change request process. Planning transparency 
was increased because the user could check the dashboard to find information about the average delivery 
times, see other change request from their business department, and get a snapshot of the current 
activity in the IT department. 
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19 SECOND MEASUREMENT 
The purpose of this chapter is to elaborate on the first and second hypotheses stated in the chapter 
EXTENDING THE FRAMEWORK. Providing an answer to these hypotheses will tell whether the tool used 
to introduce transparency had an effect on trust and service quality. The data used in this chapter was 
collected three months after the intervention had been introduced at Carlsberg. By comparing the first 
and second measurements, it was possible to see and isolate the changes caused by the intervention. 
Besides providing an answer to the two hypothesis, the chapter also aims to explore whether the 
intervention had any negative effect on the IT or business departments. In total, this chapter will answer 
the following questions: 

1. Did the experimental group rate transparency, trust, or service quality differently than the pre-
measurement and control groups? 

2. Was there a significant difference between the pre and post scores for people in the 
experimental group who used the tool? 

3. Did the tool cause a significant increase in trust, service quality, or satisfaction? 
4. Did the introduction of the tool have any negative effects? 

The aim of the first research question was to explore whether participants in the experimental group 
rated the concepts of transparency, trust, and service quality differently than control group. Moreover, 
the aim of the question was to compare the scores from the first measurement (cf. FIRST MEASUREMENT) 
and the second measurement. This research question was included to explore the effect of the 
intervention. If no difference was found, then no reason existed to conduct further analysis. In addition, 
the question explored whether service and planning transparency had increased within the experimental 
group. If no increases were identified, the predicted effect of the tool would be invalid. The research 
question was answered by calculating mean values for the items measuring the primary concepts and 
conducting t-tests.  

The aim of the second research questions was to explore whether there was a difference between the 
pre and post scores for those in the experimental group who used the tool. This research question was 
included to validate the method used to divide the groups. If there was no difference in scores between 
the pre and post measurements, then any further results could be explained by selection bias: people 
who chose to use the tool already found the IT department trustworthy/transparent/as having good 
service quality. If a difference did exist, it would support the method used to divide the groups because 
the difference would likely be caused by the introduction of the intervention (tool). The question was 
answered using an independent paired t-test. 

The aim of the third research question was to explore whether the introduction of the tool caused a 
significant increase in trust or service quality. This question was required to confirm or reject Hypotheses 
1 and 2. The question was answered using an independent t-test. 

The aim of the fourth research question was to explore any negative effects of increasing transparency. 
In other word, which of the items in the survey showed worse scores in the experimental group compared 
to the control group? Besides signaling goodwill, transparency might also carry negative outcomes. A 
concern that I encountered often while initiating the experiment in the case organization was that the 
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exposure of inferior results would worsen stakeholder relations, a viewpoint also found in the literature 
(e.g. Mason & Hillenbrand, 2013). The line of thought was that if an area was perceived as performing 
poorly, as was the change request area at Carlsberg, then exposure of this area would paint the 
organization accountable for the area as incompetent. On the other hand, studies have shown that being 
honest and open is often the best approach, as opposed to being clandestine. Thus, the aim of the fourth 
research question was to investigate whether it is viable strategy to expose one’s weaknesses instead of 
hiding them. 

19.1 Terminology 
The terms control group and experimental group were used to denote the division of people who had 
completed the initial survey into two groups. The control group had not been exposed to the intervention, 
while the experimental group had. The method for dividing the groups was explained in the chapter THE 
POSITIVISTIC METHOD. 

19.2 Did the experimental group rate transparency, trust, or service quality 
differently than the pre-measurement and control groups? (Q1) 

The empirical data was filtered according to three groups: 1) the post-experimental group that rated the 
IT department three months after they had been introduced to the transparency intervention. 2) the 
preliminary group, who rated the IT department before the intervention was introduced, and 3) the 
control group that rated the IT department three months after the intervention was introduced, but 
without having been exposed to the intervention themselves. Table 42 show the mean scores for each of 
the groups divided into the identified dimensions of transparency, trust, and service quality. The second 
to last column of Table 42 is the difference in score between the experiment group and control group 
mean value. The last column is the approximately difference in percentage rounded up. A positive value 
indicates that the experiment group scored higher than the control group and a negative score indicate 
that the control group scored higher than the experimental group. 

Table 42: Mean values for the experimental group, control group and all participants (preliminary group) 

Dimension Experimental group Control group  Pre. group diff % 
 

Competence-based Trust 3.00 2.59 2.66 .41 16% 

Integrity-based Trust  3.35 3.32 3.21 .03 1% 

Reliability 2.73 2.57 2.55 .16 6% 

Responsiveness 3.14 3.00 3.01 .14 5% 

Assurance 3.22 2.67 2.66 .55 21% 

Satisfaction 2.87 2.56 2.30 .31 12% 

General transparency 2.99 2.88 2.88 .11 5% 
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Service transparency 3.15 2.97 2.94 .10 6% 

Planning transparency 3.1 2.93 2.88 .8 7% 

Total mean 3.06 2.83 2.79 .4 2% 

 
The data in Table 42 reveal that every dimension was rated higher by the experimental group than the 
control and preliminary groups. While this was no guarantee of statistical significance, it called for further 
analysis of the data. A comparison between the control group and preliminary group revealed a total 
mean difference of 0.4. The low difference between the control group and the preliminary group 
indicates that no significant changes or events occurred during the experiment that could render the 
results invalid. When looking at the mean differences between the experimental group and the control 
group, the data reveals that assurance and competence-based trust improved the most (difference of .55 
and .41, respectively). The total change in transparency, if transparency was seen as planning, service, 
and general transparency, was 18%. The independent samples t-test showed that the intervention 
significantly increased transparency under the assumption of equal variance (p < .05, t=2.174)33. General 
transparency, service transparency, and planning transparency were all significantly increased. These 
results supported the prediction presented in the chapter THE INTERVENTION that the tool could be used 
to evaluate the effect of increasing planning and service transparency at Carlsberg. 

19.3 Was there a significant difference between the pre and post scores for 
people in the experimental group who used the tool? (Q2) 

This research question was included to validate the field experiment. If there was no difference in scores 
between the pre and post measurements for the people who did use the tool, then the difference 
between the experimental group and control group could be coincidence34. To provide an answer to this 
question, the significant items measuring the primary concepts were summarized (i.e. added together) 
for the preliminary group and the experimental group. After the summarization had been performed, 
only cases in which the participant had used the tool were included. That is, only people who were in the 
experimental group and said they had used the tool were included in the analysis. The result a paired t-
test is displayed in Table 43 (n=31). 

Table 43: Comparison of the participants who used the tool in post measurements by all primary items 

Mean diff. S.d. t Sig. Eta Sqr.  Lower/upper  

.38 .653 3.145 .004 .09 .132/.635 

 
The significance (p=.004) was below the selected alpha value of 0.05, indicating that there was a 
significant difference between the participants before and after the intervention. These differences can 

                                                           
33 The tool also increased transparency significantly when equal variances were not assumed, p=.045 

34 This would be very unlikely, but still a possibility. 
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be due to the tool or, less likely, to external circumstances. Notwithstanding, the findings reported in 
Table 43 reject the argument that there was no difference between the pre and post measurements for 
people who used the transparency tool. The eta value of .09 indicates a medium to strong effect 
(according to the definitions of Cohen, 1988). Cohen considered a p-value above .05 to be a medium 
effect and above .13 to be a strong effect. Hence, a significant difference was found between the pre and 
post scores for the participants who said they used the tool. The findings reported in this section 
supported a further analysis of the data and validated that the method used to divide the groups was 
adequate. If no difference had been found, the method used to divide the participants would have been 
invalid. 

19.4 Did the tool cause a significant increase in trust, service quality, or 
satisfaction? (Q3) 

To explore whether the tool had a significant effect on trust or service quality, independent t-tests were 
performed on the items measuring trust and service quality. The results are displayed in Table 44. A 
positive mean difference indicates that the experimental group scored higher than the control group and 
a negative mean difference indicates that the control group scored higher than the experimental group.  

Table 44: Individual t-tests measuring difference between the control group and experimental group 

Dimension T value Sig. Mean dif. 95% Con L-U Eta Sqr. 

Competence-
based Trust 

2.217 .029 .415 .04/.78 .048 

Integrity-based 
Trust  

0.152 .880 .023 -.28/.33 .000 

Reliability 0.904 .368 .160 -.19/.51 .000 

Responsiveness 0.835 .406 .144 -.20/.49 .000 

Assurance 2.80 .005 .545 .17/.92 .074 

Satisfaction 1.34 .182 .309 -.14/.76 .018 

 
Based on the results displayed in Table 44, the following dimensions were found to have a significant 
difference between the control group and experimental group: the competence-based dimension of trust 
and the assurance dimension of service quality. The strength of each effect (effect size, as defined by 
Cohen) is displayed in Table 45. 

Table 45: The strength of the effect for dimensions with a significant difference 

Dimension T value Sig. Eta Sqr Effect size 

Competence-based Trust 2.217 .041 .048 Small-Medium 
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Assurance 2.80 .008 .074 Medium 

 
The data in Table 45 reveal that the significant effects were of small to medium strength. The strongest 
effect was for assurance, followed by competence-based trust. The implications are that the introduction 
of the tool caused a significantly positive effect on the two dimensions shown in Table 45. Use of the tool 
led to a significant increase in trust and service quality. However, only the competence-based part of 
trust was improved, and only the assurance dimension of service quality was improved. Integrity-based 
trust, reliability, and responsiveness had higher mean values for the experimental group compared to the 
control group, but the effects were not found to be significant. 

Using the data in Table 45 as a basis, the answer to H1 is that an increase in transparency had a significant 
positive effect on trust, but only for the competence dimension of trust. The increase in transparency via 
the tool was not found to have any effect on integrity-based trust. The answer to H2 is that an increase 
in transparency had a significant effect on service quality, but only for the assurance dimension. The 
increase in transparency via the tool was not found to significantly increase reliability or responsiveness. 
Based on these findings, the first and second hypotheses were partially supported. If the hypothesis were 
to be fully supported, every dimension of the concepts needed to have been significantly different 
between the control and experimental groups.  

19.5 Did the introduction of the tool have any negative effects? (Q4) 
To answer this question, an independent t-test was performed. Any instance where the score of the 
experimental group was lower than that of the control group was regarded as a negative effect.  

When looking at the data, no items were found where the score was significantly lower for the 
experimental group compared to the control group. Many of the items were on par, and none of the 
differences were large enough to be significant. Since the experimental group and control group had 
been exposed to the same external changes and events, the lack of lower scores supports the validity of 
the study. Based on the data, it is concluded that the tool did not have any negative effects on the 
measured concepts. This finding confirms the idea that transparency regarding operations—even if they 
are inadequate or below expectations—provides positive results. Even if the case organization created 
transparency for an area that often failed to meet expectations and did not accommodate the customers’ 
normative expectations, the tool increased trust and service quality without affecting any of the 
measured dimensions negatively.  

19.6 Chapter summary 
This purpose of this chapter was to test whether hypotheses H1 and H2 could be rejected. Moreover, the 
chapter tested whether the intervention had any negative effects on the IT-business relationship at 
Carlsberg. Based on the data, the tool significantly increased transparency, H1 and H2 were partially 
supported, and it was found that the tool did not introduce any measurable negative effects. The reason 
that H1 and H2 were only partially supported was that only the competence dimension of trust was 
improved, and only the assurance dimension of service quality was improved. Based on the data, the 
introduction of planning and service transparency caused a significant increase in competence-based 
trust and assurance at Carlsberg. 
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20 THE POSITIVISTIC ANALYSIS 
The purpose of this chapter is to link the data discussed in the previous positivistic chapters to the 
hypotheses stated in the chapter EXTENDING THE FRAMEWORK. Moreover, the chapter will discuss the 
link between the primary research question, the propositions, the hypotheses, and the conclusions that 
can be drawn based on the thesis findings. This conclusion will then be used to provide a final version of 
the SP framework that has been tested using the interpretive and positivistic toolset. The structure of the 
chapter is as follows: first, the results from the experiment will be discussed; then, the link between the 
research question, propositions, and hypotheses will be discussed; and lastly, the SP framework will be 
refined based on the analysis and a conclusion will be provided. 

20.1 Terminology 
The term research question is used to denote the question asked in the chapter INTRODUCTION. I use 
the term propositions to refer to the seven propositions stated in THE INTERPRETIVE METHOD and the 
term hypotheses to refer to the three hypotheses stated in the chapter THE POSITIVISTIC ANALYSIS. 

20.2 Experiment results 
The previous analysis has found that the constructed survey instrument was reliable; that transparency, 
trust, and service quality were correlated; and that expectation matching had an impact on the 
relationship as a mediating variable. The intervention described in the chapter THE INTERVENTION 
increased transparency significantly, which was a prerequisite to evaluating the causality between 
transparency and trust. Moreover, two areas were significantly increased after the intervention was 
introduced at Carlsberg. Competence-based trust was increased by 16%, and the assurance dimension of 
service quality was increased by 21%. 

An overview of the experiment and its results are displayed in Figure 28. 

 

Figure 28: Results of the experimental intervention. The arrows to the right of the control group represent the scores when 
comparing the control group with the preliminary group. 
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The reasons for the difference in size between the experimental and control groups (n=39 and n=68, 
respectively) were that the size depended on the participants answering the post survey and using the 
intervention tool. Of the 139 participants who answered the preliminary survey, 40 participants did not 
answer the follow-up survey. This left 99 individuals that could be used for the experimental evaluation. 
Moreover, not every participant in the experimental group used the tool. This left an experimental group 
of 31 participants and a control group of 68 participants.  

Based on the correlations discovered in the first survey conducted, the null hypothesis (H0) was rejected. 
A significant correlation was found between general transparency, planning transparency, service 
transparency and the two dimensions of trust. The two hypotheses, H1 and H2, were partially confirmed. 
They were only partially confirmed because only the assurance dimension of service quality and the 
competence dimension of trust were increased. Failure to reject H1 and H2 provided additional support 
for the SP framework. 

20.3 Comparing the qualitative and quantitative data 
The overall research question asked in this thesis was: How do trust, transparency, and service quality 
interact within an alignment perspective, and what are the barriers in the process? The answer to this 
question was constituted by the SP framework. In this framework, service and planning have a significant 
influence on the relationship, while several barriers also exist to influence the relationship. To test the 
framework, seven propositions were formed. 

Through the interpretive portion of the research, all seven propositions were supported using the 
empirical data as a basis. Some of the propositions required refinement, which entailed changes to the 
SP framework. None of the changes opposed the underlying idea that both service and planning 
transparency were important, but they did add more mechanisms to the framework, for instance, the 
existence of a mutually reinforced relationship between transparency and trust, and more barriers that 
could influence the relationship.   

To further test the framework, three of the propositions were operationalized into hypotheses. Using the 
empirical data as a basis, the null hypothesis was rejected and correlation and causality between 
transparency, trust, and service quality, was established. This confirmed Hypotheses 1 and 2 and 
provided additional support for the validity of the framework. The positivistic portion of the research also 
provided refinements to the framework. In general, the interpretive and positivistic research provided 
similar findings using two different toolsets.  

20.4 Refining the SP framework 
The first refinement to the framework was to include correlation strength between the concepts. This 
provides information regarding strengths of the relationships and how the concepts interact. These 
correlations were obtained from the first measurement of the concepts. Secondly, the dimensions of the 
concepts were further narrowed. The extended SP framework (see EXTENDING THE FRAMEWORK) 
predicted that service and planning transparency would entail an increase in all dimensions of service 
quality, but the empirical data revealed that only the assurance dimension was significantly increased. 
Therefore, the dimensions of responsiveness and reliability were removed from the service quality 
portion of the framework. Thirdly, the factor analysis identified three dimensions of transparency: 
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general transparency, service transparency, and planning transparency. These dimensions were able to 
explain 69% of the variance in trust. General transparency can be seen as a dimension that overlaps with 
service and planning transparency. Hence, the transparency concept in the framework was renamed to 
general transparency. Factors such as the relevance of information, the timeliness of information, and 
usefulness of information all had an effect on service and planning transparency. This was also confirmed 
by the first measurement, where large, significant correlations between service transparency and general 
transparency (r=.637, p < .001) and between planning transparency and general transparency (r=.713, p 
< .001) were discovered. The fourth and final addition to the framework was to specify that transparency 
caused significant changes in competence-based trust and assurance. The final version of the SP 
framework can be seen below. 

 

Figure 29: The final version of the SP framework 

With the additions to the framework, the empirical investigation and analysis can be considered complete. 
The final version of the SP framework seen in Figure 29 constitute an answer to how transparency, trust, 
and service quality interact from an alignment perspective. The framework has been constructed with a 
basis in the literature, and refined based on the empirical data and analysis from the interpretive and 
positivistic portions of the research. 
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The next step is to discuss the thesis findings: what were the criteria for the results, how can the results 
be generalized, and how do the results contribute to and extend the alignment literature? These 
questions will be answered in the subsequent part of the thesis. 

20.5 Chapter summary 
This chapter summarized and discussed the results from the positivistic research conducted. Moreover, 
the chapter provided a final version of the SP framework that constitutes an answer to the research 
question posed in the thesis introduction. The changes made to the framework were the inclusion of the 
correlations between concepts, a narrowing down of the concepts’ dimensions, and the inclusion of the 
general transparency dimension to the framework. Moreover, the causality discovered through the 
experiment was added. Based on the empirical data and analysis, the null hypotheses H0 was rejected, 
H1 was partially supported, and H2 was partially supported as well. These hypotheses were only partially 
supported because not all of the predicted dimensions were related.  
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21 RESEACH CRITERIA 
The methodology used in this thesis included several criteria that the research needed to comply to. 
These criteria were required as a means to validate the thesis findings, and to ensure that the interpretive 
and positivistic portions of the thesis were properly aligned. 
 
Recall from the chapter METHODOLOGY that five criteria were mentioned by Lee (1991), as follows: 
 

1. The interpretive understanding should be properly based on the subjective understanding. 
2. The subjective meanings recorded in the interpretive understanding should be built into the 

positivistic understanding. 
3. The confirmation or disconfirmation of the predictions formed in the positivistic understanding 

should be used as indicators of the validity of interpretive understanding. 
4. The actions theorized by the positivist understanding should be understandable to the observed 

human subjects themselves, in terms of their own subjective understanding. 
5. The predictions formed in the positivistic understanding should match observations made in the 

research context. 

The remainder of this chapter will discuss each criterion and discuss whether the criterion has been met. 
Please note that the article by Lee (1991) also mentions other underlying criteria for the interpretive and 
positivistic parts of the research individually. These criteria were discussed in the method chapters for 
each type of research (qualitative/quantitative) and will not be covered here35.  

21.1 The interpretive understanding is based on the subjective understanding 
(C1) 

The first criterion was required to avoid the methodological error of anachronism, where the researcher 
mistakenly applies the subjective meanings that exist in his or her own culture or organization, rather 
than the subjective meanings that exist in the culture or organization of the observed human subjects 
(Lee, 1991).  

To base the interpretive understanding on the subjective understanding in the case organization, three 
local data sources were used: archival records, interviews, and case observation. The archival records 
provided a snapshot of the time before the Ph.D. project was initialized. The interviewees provided views 
and opinions that reflected on the current IT-business relationship. The case observations provided 
information that would be difficult to capture through structured interviews or records. Use of the three 
sources ensured that the interpretive understanding was properly based on the subjective understanding 
present at Carlsberg. Furthermore, and equally important, I talked and held meetings with numerous 
employees (from both IT and the business) about my perspectives and understanding of their issues 
during the three years that I spent at Carlsberg. This helped me to ground the interpretive understanding 
in their subjective understanding. 

 

                                                           
35 The methods are described in THE INTERPRETIVE METHOD and THE POSITIVISTIC METHOD. 
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21.2 The subjective meanings recorded in the interpretive understanding 
should be built into the positivist understanding (C2) 

The next criterion ensures that (1) the subjective meanings the human subjects themselves attach to 
their own actions—as recorded earlier by the researcher in the interpretive understanding—are similar 
to (2) the subjective meanings that the positivist understanding assigns, explicitly or implicitly, to the 
actions of the subjects (Lee, 1991). This is particularly important because the methodology sets the stage 
for a reinterpretation of the interpretive understanding if the predictions of the positivistic understanding 
fail to hold. 

To construct the positivistic understanding in this research, the interpretive understanding was used as 
basis. That is, the intervention and surveys were created with the interpretive understanding in mind 
(based on the support of propositions one to seven) and design choices were made using this 
understanding. Moreover, the SP framework was extended to match the interpretive understanding 
formed so that it could best be used to form the positivistic understanding and link back to the 
interpretive understanding.  

What were not tested in the positivistic phase of the research, however, were the barriers presented by 
the SP framework. This was a design error, since I did not think to include them at the time I constructed 
the quantitative survey. As such, the positivistic understanding is indeed build on the interpretive 
understanding, but the complete interpretive understanding is not found in the positivistic understanding. 
The main idea behind the SP framework is included in both understandings. 

21.3 The confirmation or disconfirmation of the positivistic understanding 
should be used as indicators of the validity of the interpretive 
understanding (C3) 

The third criterion was required so that a disconfirmed positivist prediction about behavior would cast 
doubt on the adequacy of the interpretive understanding, upon which the positivist understanding was 
based (Lee, 1991). 

In this thesis, the predictions formed were constituted by hypotheses H0, H1 and H2. The predicted 
effects of the intervention were that it would cause a significant increase in transparency, trust, and 
service quality. The hypotheses were operationalized based on the propositions formulated in the 
interpretive phase. Because the propositions were supported by the qualitative data, and because the 
hypotheses could not be rejected by the quantitative data, there was no case for disconfirmation and no 
requirement to reinterpret the interpretive understanding. The interpretive understanding was found to 
be valid because the predictions held true, and this was reflected in the final extension of the SP 
framework presented in the chapter THE POSITIVISTIC ANALYSIS. Based on the support for the 
hypotheses, the validity of the interpretive understanding was strengthened. 

21.4 The actions theorized by the positivist understanding should be 
understandable to the observed human subjects (C4) 

The fourth criterion was required to ensure that a connection between the positivistic understanding and 
the subjects’ own understanding was present. In the words of Lee, "a scientific model of human action 
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must be constructed in such a way that a human act performed within the real world by an individual 
actor … would be understandable to the actor himself as well as to his fellow-men in terms of common-
sense interpretation of everyday life.” 

To ensure that the fourth criterion had been met, an inquiry was performed to see how the intervention 
affected employees at Carlsberg. To explore the effects of the intervention on employees in the IT 
department, five qualitative, semi-structured interviews were conducted. Some of these interviews were 
done as focus groups, where two or three of the interviewees were present. In total, seven people were 
interviewed. The interview guide used can be found in APPENDIX E. The interviewees were selected with 
the goal of obtaining a good representation of the different hierarchical levels present in the IT 
department. One problem with meeting criterion four—which was only realized after the interviews had 
been performed—was that only people in the IT department had been interviewed. Even though the 
context of the research project was the IT-business relationship at Carlsberg, only the business employees 
were included in the experiment, and not the IT employees. The decision to confine the interviews to 
people within IT was due to time constraints. It was much faster to meet with people in IT rather than 
people from the business. The interviews with the IT employees did investigate whether the positivistic 
understanding was understandable to the subjects there, but the inclusion of business employees would 
have painted a more comprehensive picture. Therefore, this is regarded as a design error, but not one 
that invalidates the findings of the thesis. After all, the intervention was based on some of the requests 
of the business employees gathered through the qualitative research, such as the ability to follow change 
requests from start to finish. 

When the interviews with IT were performed, the following hierarchical levels were represented: 
relationship managers, department managers, change request managers, change request leads, and 
demand/governance managers. Change request managers are responsible for the overall change request 
area, and change request leads are responsible for individual change requests. Before the interviews 
were conducted, the questions were tested on a “test-participant” to ensure that the language was clear 
and the questions made sense. Based on the test interview, one of the questions was modified. All 
questions were open and not leading, according to the interview guidelines provided by Andersen (2002). 
After all of the interviews were completed, the recorded conversations were transcribed. The 
transcriptions were then coded using a priori and inductive codes. The master code list is shown in 
APPENDIX F. After coding was done, the data was analyzed based on the codes. Finally, enumeration was 
performed to level the data. Two main questions were asked during the interviews: 

1. How is the introduced intervention perceived? 
2. What will the effect of the transparency introduced by the tool be? 

These questions will be discussed below. 

How is the introduced transparency perceived? (Q1) 
The aim of the first research question was to investigate how the introduction of the intervention 
influenced employees in the IT department. When asked directly about the transparency introduced by 
the tool, three of the seven interviewees said that the tool helped them in their work. Different areas 
that provided some value for the interviewees were emphasized. These areas were: 
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� Overview: The manager could now obtain a detailed overview of the change request area 
instead of guessing. 

� Exposure: Organizational areas that were not working well could be clearly seen. 
� Facts: The tool presented facts that might have been different from how people perceived the 

change request area. 
� Platform: The tool could be used as a communication platform in meetings. 

The overview was found to provide improved management of the change request area. Previously, the 
managers had to search several systems in order to identify errors. This process was described by one 
manager (change request manager): “Before [the tool], it was about hunting for errors. You had an 
indication that somehow, something was wrong, but you could not see it clearly. And there was always 
something to hunt for.” Using the overview provided by the tool, the manager found it to be much faster 
to see where errors were located and act accordingly. This saved time that could then be used on other 
tasks. The same finding was confirmed by another manager, who stated: “The tool helps me a lot to get 
the information very quickly.” Two managers working as business relationship managers found that the 
tool was useful as a platform for communication. One BRM stated: “I have an advantage of this tool, 
because every month I participate in a board meeting with not only the CIO but all other board managers. 
And I use this tool to produce some reports just to emphasize the most important figures about our 
performance.” The value identified was the savings of time because the manager did not need to 
construct the reports himself. Furthermore, when the information was displayed by a third party source, 
it appeared more trustworthy. The head of the IT department found that the tool provided him with 
several benefits. However, he also found that there was a great risk that others would find the tool 
harmful. The main reason for this was that while he really liked that the tool provided KPIs based on facts, 
the transparency generated did not describe every detail. Focusing on KPIs alone allowed the manager 
to ignore the excuses but on the other hand, some of these excuses might not be bad and actually be 
necessary to include. The manager elaborated: “The tool is very pleasant because it’s just numbers. If the 
numbers are not how they are supposed to be, it demands an explanation. Of course, some of those who 
work with the area daily might have a different opinion, because there are 1000 reasons and reservations.” 
When asked about the primary benefit of the tool, the manager cited the reduction in complexity. The 
tool allowed him to bypass explanations and just look at the status of each request: was it green or was 
it red? The last benefit emphasized by the interviewees was the exposure of areas that were not working 
well. This was perceived as a benefit because it allowed a holistic overview of what needed to be fixed. 
The change request manager emphasized: “When the tool was introduced it was clear that we had some 
places where we had gigantic problems … For a few areas, we had enormous overflow on budget and it 
just looked bad. Therefore, until we got that cleaned up via the tool, it was unpleasant because it was so 
obvious. But my personal opinion is that it’s fine.” The opinion that it was fine originated from a mind-
set that although the tool displayed the inferior aspects of the area, the benefit of having a clearer picture 
outweighed the disadvantages of exposing the area’s weaknesses. 

Regarding negative aspects of the tool, only two of the seven interviewees cited these when asked about 
how the introduced transparency had affected them. When asked about it directly, the following areas 
were mentioned as negative aspects: 1) low frequency of data updates and 2) representation. 
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The first negative aspect was that the receivers expected the data to be real-time, but it was actually only 
updated once a day (or once a week, for financial data). The consequence was that people got confused 
about what the truth was regarding the introduced transparency. One manger stated: “Even if you can 
find information about the update frequency of the data, people do not look at that […] And there were 
some who approached me and said that the data is not correct and so on and so forth.” However, the 
manager found that even though the introduced transparency could only represent a single point in time, 
this was not too problematic because the update frequency reflected the update frequency of the 
underlying data. On the other hand, since the actual financial data was updated once a day, the manager 
thought that the introduced transparency should also be updated at a similar interval. The other negative 
aspect cited by two managers was the representational aspect of transparency. The first manager found 
that for employees unfamiliar with the change request process, some of the items displayed could seem 
wrong, even though they were right. For instance, “estimates [for cost] are first performed at a certain 
state. So to use the tool and the information the tool provides, you should be introduced to some key 
points about the [change request] process. I can’t see how it can become better, but I can see that the 
data can express something which is not the intention.” The point here was that the tool only displayed 
whether an estimate was provided or not36. If an employee looked at the tool and saw that an estimate 
was not provided, he or she could interpret this as the estimate being wrong. The other manager in IT, 
who mentioned representation as a problem with the tool, emphasized that sometimes the process steps 
(see ABOUT CARLSBERG for the change request process) were skipped. This was done because of 
escalations requiring change requests to be developed quickly. Therefore, multiple stages would be 
performed rapidly without moving the change request through the process steps in the project portfolio 
tool. When people looked at the tool, it appeared that a change request was not following the right 
process and this was perceived as an error37.  

In summary, the transparency introduced by the tool was perceived as positive. The tool was found to 
improve stakeholder communication, management of the change request area, and free up time that 
could be used on other tasks. Even though the tool exposed the negative aspects of the change request 
area, this exposure led to quick improvement because managers could suddenly see exactly what was 
wrong. The negative aspects of the tool included the frequency of data updates since some employees 
expected real-time data, and that the tool did not represent every detail of the change request process. 
Before employees unfamiliar with the change request process could reap the full benefits of the 
transparency, it was necessary for them to understand the key points behind the process. 

What will the effect of the transparency introduced by the tool be? (Q2) 
The aim of the second question was to investigate whether the IT employees believed the tool could 
improve the relationship between the IT department and the business departments. One manager 
(Demand manager) stated that the transparency could improve the relationship but that it should only 
be used according to demand. Sometimes transparency could create noise that could actually worsen the 

                                                           
36 This feature was later improved. The tool now only displays that an estimate has not been provided if it should 
have been. If not, the tool displays that “an estimate is first provided in the process stage design.” 

37 The request was not following the process, but this was on purpose and not an actual error. 
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relationship instead of enhancing it. For example, statements like “damn, you should see what I just 
received from this vendor, the network could break within 14 days“, would decrease congruency because 
employees receiving the information would act on it, even if it was just a rumor. On the other hand, 
transparency regarding planned strategic changes and KPIs was found to improve the relationship. One 
manager (Change request manager) emphasized: “If we take a basis in organizational changes, if there 
was more transparency … then the employees would also have more trust in [the changes] … especially 
if they were involved in the changes.” Transparency via KPIs was found to be an area that could improve 
the relationship; however, the KPIs could also lead to dissatisfaction if they were not evaluated regularly. 
One manger (Department manager) proclaimed: “You have to remember that when you establish a KPI, 
then it’s because things are going badly. And if you are not adjusting regularly, then the world has 
changed, i.e. you measure old problems which are no longer relevant”. The point here is that if you create 
transparency about relevant areas, then transparency can improve the situation because the 
transparency will elucidate how well the IT department is adhering to the expectations of its stakeholders. 
However, if transparency is created for poorly performing areas, it would reveal that the IT department 
does not know what is going on. 

One interviewee (Business relationship manager) stated that several of the business employees would 
attend workshops hosted by CIT, and would say that it was difficult to know who to contact in the IT 
department or where to go for help. To explain why this was the case, the manager emphasized the 
frequent organizational changes that had occurred. Each time the organization changed the degree of 
accountability and knowledge became more diffuse. The Business relationship manager argued that the 
customers could not see any status on their expectations. “If I have a request or an assignment, then 
what happens, […] what am I going to expect of time, who is responsible, who do I contact if I feel like 
nothing is happening or would like a status now? Right now it’s very difficult to find information about 
what is actually happening.” When this information was lacking, it was difficult to work with the IT 
department because stakeholders did not know what to expect and were unable to plan their own work 
since they could not obtain a status report. Furthermore, the manager emphasized that it was important 
to enhance transparency when changes were made to the IT organization. Organizational changes 
decreased accountability and made it harder to find the right resource and entrance point into the 
organization. Therefore, it was important to create transparency not only internally but also externally 
towards the customers, so they would know who to contact regarding the change request and to obtain 
a status. 

The managers responsible for the relationship with the business also found that the introduced 
transparency could improve the relationship. Their belief was that transparency should reflect the 
expectations of the customer. One manager said, “You need to focus on what you hope will be expected 
from you, narrow [the requirements] down, again its expectations.” If transparency concerned the 
expectations of the customers, they would consider the IT department more as a partner. On the other 
hand, if the IT department was reluctant to be transparent, then the stakeholder might infer that IT had 
something to hide. For instance, one business relationship manager said, “I just had a conversion with 
the Norwegian customers, and in terms of economy and budgets, we are so complicated, […] and they 
feel that they have been cheated in some kind of way, because they can’t see through the figures.” The 
underlying theme emphasized was that when communication is not clear, or if there is not enough 
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transparency, the lack of transparency could influence expectations in a negative way. Actions and events 
will be interpreted from a negative mindset, which could lead to deterioration of the relationship. 

Another problem with lack of transparency was emphasized by the head of IT department. If stakeholders 
were experiencing individual issues, they had a tendency to make their issue representative of all cases, 
especially if performance outcomes were not communicated. For instance, if a business employee found 
that “the printer in Poland does not work,” then suddenly it would become “the printers in Europe don’t 
work, and next time he goes to Excom38 he says that the shit doesn’t work altogether.” This would create 
false information that could influence the relationship in a negative manner. If IT is transparent about 
what the customers can expect, then these cases can be avoided. If not, the customers’ expectations will 
be based on rumors and isolated issues experienced by single individuals. 

Summary 
The aim of the inquiry described above was to see whether the predictions theorized through the 
positivist understanding were understandable to the observed human subjects. More specifically, the 
aim was to investigate whether the predictions (H1 and H2) made sense to the actual subjects at 
Carlsberg. 

According to the data, the intervention (and thereby the increase in general, planning, and service 
transparency), was found to improve the relationship between the IT department and the business 
departments in the following ways: 

� Provided stakeholders with information on who to contact regarding change requests, how to 
obtain a status of these requests, and who to contact if things were not going satisfactorily. 

� Provided information to combat the use of rumors and isolated experiences to form 
perceptions. 

� Created clarity about what the stakeholders could expect. This helped with planning and 
execution and made the IT department a partner instead of a “vendor.” 

� Lessened the cost of organizational changes for the stakeholders, since organizational changes 
result in less accountability and transparency.  

� Provided a detailed overview of the change request area for IT managers, so that they would 
not have to rely on hunches about how things are going. 

� Provided a communication platform, with information that could be used in external and 
internal meetings. 

The improvements cited by IT employees had many of the same elements as the SP framework. The 
employees emphasized the need for service transparency and planning transparency with their 
stakeholders, as well as some advantages that were only relevant inside the IT department. Based on the 
data, the predictions of the SP framework made sense for the employees of the IT department. The 
increases in trust and service quality were adequately explained by the employees, and the explanations 
were somewhat similar to those formed in the interpretive and positivistic portions of the research. Some 
concerns regarding the tool were mentioned by a few of the IT employees, but these concerns were not 
                                                           
38 An executive board at Carlsberg for the top management. 
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investigated in more detail. It would therefore be interesting to investigate the concerns in a future study 
to see whether they would necessitate a change to the SP framework. 

21.5 The predictions formed in the positivistic understanding should match 
observations made in the research context (C5) 

The purpose of the fifth criterion was to “confirm […] or disconfirm […] the theoretical propositions 
through controlled empirical testing” (Lee, 1991). Confirmation of the operationalized propositions 
(hypotheses) was conducted in the chapters FIRST MEASUREMENT, SECOND MEASUREMENT, and THE 
POSITIVISTIC ANALYSIS. The method for doing this was described in THE POSITIVISTIC METHOD, and the 
conclusion was that hypotheses H1, and H2 were confirmed based on the empirical data (observations) 
and that the null hypotheses was rejected. Based on this conclusion, the predictions are assessed to 
match the observations in the research context. With that said, and as mentioned previously, the barriers 
presented in the SP framework were not tested. These barriers were identified in the interpretive analysis 
and in the literature review but were not included in the positivistic analysis. As such, the predictions 
formed through the positivistic understanding did match the observations, but it should also be noted 
that no predictions were made about the barriers included in the SP framework.  

21.6 The effect of the intervention was not caused by altered expectations (C6) 
The last criterion is not part of Lee’s (1991) methodology, but was required to address some of the pitfalls 
present when doing experimental research. More specifically, when an intervention is introduced, effects 
can arise from altered expectations in addition to the changes caused by the intervention. The 
experiment can created an unrealistic setting that is used as basis for generalization (Moore, 1991). In 
the current study, one attempt to avoid this risk was to measure whether the intervention caused an 
increase in transparency. If this were the case, the effects of the intervention would not solely have 
stemmed from the intervention’s introduction, but also from the intervention changing the degree of 
transparency. Since the change in transparency was significant, it could be concluded that the 
intervention had some effect other than altering the expectations of the receivers. Another attempt to 
avoid the risk was to see whether the tool was still used three months after the experiment had ended. 
The reason for this test was that the intervention could have entailed employees using a tool they 
otherwise would not have if it were introduced by IT employees. If the tool were still used after the 
experiment had ended, this would reinforce the notion that the increase in transparency was useful to 
the receivers, and that they used the intervention not because of altered expectations, but because of 
the increase in general, service, and planning transparency. 

To see whether the tool was used, its utilization was analyzed. The assumption was that a difference in 
usage between the end of the experimental period and three months after the end of the experiment 
would provide information about the effect of the tool. To gather this data, the use of a tracking device 
(Google Analytics) was implemented. This tracking device saved information about each user when they 
used the tool, including their name and the frequency of use. The data from the tracking device was then 
compared for the period just after the experiment ended and three months after that time.  

Results of the comparison 
During the experiment, 31 participants in the experimental group used the tool (THE POSITIVISTIC 
ANALYSIS). The remaining participants chose not to use the tool at all. After three months, a comparison 
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of the active user list and the experiment participant list revealed that 15 of these participants were still 
frequently using the transparency tool. No participant in the experimental group who said they did not 
use the tool during the experiment had started to use the tool by three months after the experiment had 
ended. The drop in the number of users was approximately 50%. Possible reasons for this drop include: 
1) the employees no longer had any change requests and therefore no current need for information from 
the change request area, 2) the users had forgotten about the tool and could not locate it again, or 3) the 
users had changed positions in the company and no longer interacted with Carlsberg IT. It was also 
possible that they only used the tool because their expectations were artificially altered by the researcher. 

Besides the participants in the experimental group, other people also had the possibility to use the tool 
after the experimental period. This also included employees in the IT department. No special marketing 
effort was performed, so most knowledge about the tool travelled by word-of-mouth. Three month after 
the experiment ended, 58 individuals were using the tool. Compared to the original 31 people, this was 
an increase of approximately 70%. This finding suggests that there was a previously unfulfilled need for 
transparency. Even if only 50% of the participants in the experimental group used the tool after three 
month, other employees had begun to use it as well. When the experiment was conducted, 328 
individuals were found to be involved in the interaction between Carlsberg IT and the business 
departments. If 58 people were frequently using the tool after the three-month period, this means that 
about 20% of the people handling interactions were benefitting from the intervention in some way.  

When the 58 users were categorized according to whether they belonged to Carlsberg IT or the business 
departments, 23 belonged to the IT department, and 35 belonged to the business departments. This 
means that the number of business users three months after the experiment was a little higher than 
when the experiment was conducted and included 20 new business users who had not taken part in the 
experiment. 

Summary 
Because 15 of the original experimental participants still used the tool three months after the experiment 
had ended, the effect of the tool could not be ascribed to altering the expectations of the users alone. 
Moreover, because 35 users from the business used the tool after the experiment ended, this further 
lowers the possibility that the effect of the tool originated solely from unrealistically raising the 
participants expectations. Although the usage alone does not provide any direct information about the 
effect of the tool, it is evident that the business users found the tool useful in their daily work. Based on 
this finding, and the finding that the tool significantly increased transparency for the users, the observed 
effects of the tool are concluded to have resulted from the increase in transparency. 

21.7 Chapter summary 
The aim of this chapter was to list the methodological criteria used and discuss whether these criteria 
had been met in the research. In general, all of the criteria were met. There were some areas where the 
criteria were not fully satisfied because of design errors. These areas were that the positivistic 
understanding should be understandable to the observed human subjects, and that the interpretive 
understanding should be built into the positivistic understanding. For the first area, the business 
employees were not interviewed to see whether the positivistic understanding made sense to the 
subjects; only employees in the IT department were interviewed. While the interviews of IT employees 
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provided some confirmation that the positivistic understanding made sense for the employees, a more 
comprehensive test could have been performance if the business employees had been included. For the 
second area, the barriers discovered in the interpretive understanding were not fully included in the 
positivistic understanding, since they were not operationalized into hypotheses. If they had been 
operationalized and tested, the validation of the SP framework would have been more complete. While 
the two design errors did not render the thesis findings invalid, they did affect the strength of the 
arguments made. 

22 DISCUSSION 
The purpose of this chapter is to discuss how the findings of the research project support or contradict 
the existing literature, and to outline the contribution of the thesis to the field. Furthermore, the chapter 
will discuss some of the weaknesses of the methods utilized, the limitations of the findings, the novelty 
of the findings, and whether the findings can be generalized outside the context of Carlsberg.  

22.1 Terminology 
In this chapter, business-IT alignment is perceived to span concepts such as trust and service quality. This 
perspective is found in some of the newer alignment literature (see ALIGMENT THEORY). 

22.2 Position 
As stated in the chapter THE THEORETICAL FRAMEWORK, the main theory underlying the research was 
alignment theory. The current alignment literature is exhaustive, and features studies of alignment 
models, issues, antecedents, and correlations to other concepts. The past studies in the alignment field 
have been concerned with finding the right configuration of strategy, including the configuration of roles, 
processes, and structures between departments that can maximize alignment and performance. Recently, 
studies in the alignment field have also begun to focus on the operational element of alignment, and 
“softer” concepts, such as every-day communication and trust, have been further studied. As Wagner et 
al. (2012) state: “While most research and practice [in the alignment field] has focused on strategic 
alignment to synchronize IT and business plans among the executive team, our research suggests that 
operational alignment is equally, if not more, important. Operational alignment brings strategic plans 
into everyday life and creates value from daily operations.” 

For 30 years, information technology (IT) executives have identified IT–business alignment as a top 
management concern (Gerow et al., 2014). Even with the amount of current research, achieving 
alignment remains a challenge for firms worldwide (Tallon, 2007). Opponents to alignment theory argue 
that alignment theory is too simple and that when “alignment adopts a mechanistic perspective, the state 
of alignment envisaged is equivalent to a mirage, seeming to exist … but in reality, actually non-existent” 
(Grant, 2010). Moreover, opponents of alignment theory, such as Ciborra (1999), criticize the alignment 
concept for the often-futile attempts made to control the relationship between IT and the business. 
Ciborra (1999) argues that the perception of alignment offered by current models does not fully 
represent the complexity of real-world efforts to apply IT to business effectiveness. According to the 
author, the modeling between business strategy and IT infrastructure, which is the backbone of many 
alignment models, is an attempt to bridge two extremely unstable variables (Ciborra, 1997).  
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The alignment field has not completely dismissed the aforementioned critique. In Chen & Reich’s (2007) 
summation of the current alignment research39, they argue that the critique can be seen as more of a 
challenge in pursuing alignment, rather than a reason that alignment should not be pursued or studied. 
The authors further argue that instead of merely listing antecedents, researchers should explore the 
inter-relationships among them in details using extensive methods.  
 
This study is positioned within the bounds of alignment theory. More specifically, this study attempts to 
continue the stream of alignment studies focusing on the operational side of alignment and the informal 
structure of the organization. By focusing on the concepts of transparency, trust, and service quality, the 
thesis provides input into alignment models such as Wagner et al.’s (2012) and the work of other scholars 
who claim that transparency is important in bridging business and IT (e.g. Luftman, 2000). As such, this 
study is positioned in the area of alignment research that is moving away from alignment perceived as 
finding the right organizational configuration. Due to the choice of concepts and the choice of 
methodology, the thesis’s contribution to alignment theory is not so much on a technical level but rather 
on a social level. That is, its focus was not on finding the right configuration of roles and structures to 
improve alignment, but rather to explore and explain how transparency, trust, and service quality interact 
from an alignment perspective. 

An alignment perspective on trust, transparency, and service quality 
What were the implications of exploring the concepts of trust, transparency, and service quality from an 
alignment perspective? The first implication for this study was that alignment theory was used as the 
theoretical framework, and insights from alignment theory were used to shape the SP framework, the 
propositions, and the hypotheses. The first step was thus to identify gaps in the current theory and to 
develop a new framework based on alignment theory. The other implication was that the study was 
focused on the dimensions of alignment associated with trust, transparency, and service quality. When 
Luftman’s (2003) widely-used items for measuring alignment were used as basis, these dimensions were 
represented in 14 of the 38 items. The thesis was centered on transparency, trust, and service quality 
because these concepts are commonly used to measure alignment, and because they had not been 
studied much in an alignment context. Hence, alignment was used to tie the concepts together and to 
make them relevant in an IT-business setting. Since transparency was found to increase competence-
based trust and assurance, it can also be said to enhance the (social) level of alignment. Based on the 
interpretive and positivistic data, the interaction between trust, transparency, and service quality was 
found to significantly affect alignment. 

22.3 Impact 
The large number of concepts linked with alignment tells of a broad field in which the focus is on 
improving alignment by looking at other concepts. Since more than 50 concepts have been explored thus 
far in the literature, one of the impacts of this study was the finding of yet another correlation between 
alignment and other concepts (in this case, trust and service quality). However, a main difference 

                                                           
39 Still found to be relevant even if the article is from 2007 
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between this study and studies using survey data 40 is that the correlations were investigated both 
qualitatively and quantitatively. As a result, the thesis findings not only shows that trust and transparency 
were related, but also that transparency caused trust. Moreover, the inclusion of the qualitative data 
provided additional input on this relationship and identified a set of barriers that could be useful in 
understanding the interaction between transparency and trust. 
  
To envision how the thesis contributed to the alignment field, four articles from the field were selected. 
For each of these articles, it will be discussed how the thesis findings extend the point of the article and 
whether the findings contradict the article in any way. 
 
The following articles were selected: 

� Luftman (2000): ASSESSING BUSINESS-IT ALIGNMENT MATURITY. 
� Wagner et al. (2012): How to Achieve Operational Business-IT Alignment: Insights from a global 

aerospace firm. 
� Coughlan et al. (2005): Understanding the business–IT relationship. 
� Grant (2010): Reconceptualizing the Concept of Business and IT Alignment: From Engineering to 

Agriculture. 
 
Each of these articles will be discussed below. The articles were chosen because they feature a link 
between transparency and alignment. The articles were not chosen to specifically emphasize how their 
findings are individually extended, but rather to illustrate how the findings in this thesis extend or 
contradict the general perception in the alignment field. 

ASSESSING BUSINESS-IT ALIGNMENT MATURITY (Luftman, 2000) 
Luftman used some of his earlier work (e.g., Luftman et al., 1999) to identify concepts important to 
alignment. He found that “achieving alignment is evolutionary and dynamic. It requires strong support 
from senior management, good working relationships, strong leadership, appropriate prioritization, trust, 
and effective communication, as well as a thorough understanding of the business and technical 
environments.” (Luftman et al., 1999). Based on these findings, Luftman created a model to assess an 
enterprise’s alignment maturity. An evaluation team in the enterprise then “uses the results [of the 
model] to converge on an overall assessment level of the maturity for the firm. Then [they] apply the 
next higher level of maturity as a roadmap to identify what they should do next.” Trust and service quality 
is a significant part of this model and thus a significant part of how Luftman perceives alignment. 

One of the key areas in the model is communication. Luftman emphasizes effective exchange of ideas 
and a clear mutual understanding between parties as important in achieving alignment. Given the 
dynamic environment in which most organizations find themselves, ensuring ongoing knowledge sharing 
across organizations is considered paramount. 

The findings of the current thesis extend Luftman’s study in two ways. Firstly, while Luftman argues that 
communication is necessary from an alignment perspective, he does not provide specific input on how 

                                                           
40 Most of the studies of alignment theory use survey data 
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to achieve alignment via communication. The high-level suggestion is to “establish effective business 
function/IT liaisons that facilitate sharing of knowledge and ideas.” While the possibilities for enhancing 
communication are many, this thesis provides a way to enhance communication using the SP framework 
and the transparency tool. The point of the framework is that it is not communication, per se, that is 
important, but rather communication about expectations. Luftman’s suggestion of communication’s 
importance should therefore be seen in terms of communication’s specific properties: some, but not all, 
of these properties enhance alignment. If alignment is measured partly by trust and service quality, the 
SP framework provides a more precise way to increase alignment. 

The other contribution of this thesis is the set of barriers to transparency identified in the 
qualitative/interpretive part of the research. The quantitative portion of the thesis supports the claim by 
Luftman that communication and transparency are important. However, the qualitative phase identified 
barriers that affect the ability of transparency to increase trust. The two identified barriers that are 
relevant to the work of Luftman are organizational changes and situations in which the business does not 
want to engage with IT. 

The first barrier was important at Carlsberg because the observed organizational changes severely 
affected IT-business transparency. When the organization changed, the consequence of the already poor 
business-IT relationship was that the business did not know whom to contact and who was accountable 
for the individual change requests. Luftman’s proposal to establish liaisons between IT and the business 
is adequate, but cannot stand alone in a context where trust or service quality is assessed to be 
inadequate. The findings of this thesis indicate that organizational changes should be implemented with 
care and that such changes should be accompanied by initiatives to maintain communication and 
interdepartmental transparency. The second barrier relevant to extending Luftman’s findings was that 
the business did not want to be engaged with IT. This was a major obstacle to achieving alignment at 
Carlsberg, but was not something that Luftman discusses. One of the effects of communication is the 
establishment of a mutual understanding between parties41. At Carlsberg, the transparency tool featured 
information on the total number of change requests and the available man-days and resources. This 
information was presented in business terms. However, the tool could have been more useful if technical 
information was presented as well, or information about the inner workings of the IT department. Yet, 
based on the business interviews, it was apparent that the business only wanted IT to learn about the 
business domain, and not the other way around. In a situation like this, it is not only important to 
communicate, but also to assess and evaluate how the relationship is perceived by both parties. 
Alignment can be best achieved when both parties work towards creating a shared domain knowledge. 
If one part is stubborn, or considers itself the “master” in the relationship, this can make communication 
initiatives less effective. 

How to Achieve Operational Business-IT Alignment: Insights from a global aerospace firm 
(Wagner & Weitzel., 2012) 
Wagner and Weitzel (2012) followed an alignment project at a global company. Based on their findings 
here, they constructed a framework for establishing operational IT-business alignment, called operA. This 

                                                           
41 This concept is referred to as planning transparency in the thesis. 
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framework had three dimensions: knowledge, communication, and trust. The authors argued that it was 
the interplay between the dimensions that improved alignment, and not the dimensions individually. 

Wagner et al. focused on the interaction between knowledge, communication, and trust in creating 
shared domain knowledge. The goal was to “create formal and informal interactions between IT and 
business staff and thus establish regular patterns of interaction to facilitate knowledge transfer and 
exchange.” If the IT staff understood the business processes and the firm’s market, it was more likely to 
develop solutions that fit the business’s needs and fully exploited IT’s potential from a market perspective. 
Enhanced shared domain knowledge would foster trust and mutual respect among IT and business 
people and enable the joint development of IT solutions, hence increasing alignment. 

While the findings of this thesis strongly support those of Wagner and Weitzel, the thesis findings also 
point to a dimension that is not included in the authors’ work. Wagner et al. focused on what is referred 
to as planning transparency in this thesis—if the parties understand one other and align their normative 
expectations, they will be better aligned. However, the findings from Carlsberg also indicate that service 
transparency is an important element in the equation. The relationship between IT and business is often 
complex, which Wagner et al. also mentions, and in such a context is it equally important to discover 
expectations and report on them. If expectations are to be broken, which is inevitable in an IT-business 
context, it is necessary for the IT department or the business departments to report on this so that the 
other party can mitigate the consequences. As several of the business employees mentioned in the 
interviews: no surprises! 

The contribution of this thesis to the work of Wagner et al. is therefore the suggestion to extend the 
operA framework to focus on both planning and service transparency as means to increase IT-business 
alignment. Both types of transparency were required to achieve an adequate level of alignment at 
Carlsberg. 

Understanding the business–IT relationship (Coughlan et al., 2005) 
To investigate the effect of communication on alignment, Coughlan et al. performed a case study of a 
large UK bank. From the qualitative data collected, the authors identified themes and arrived at a set of 
issues. Their approach was similar to the interpretive method used in this thesis (THE INTERPRETIVE 
METHOD). They found issues with the organizational structure, location of IT, business and IT camps, IT 
understanding, gaps in understanding, information exchange, customer contact, and frequency of 
meetings. Based on these issues, they made three normative suggestions that organizations should 
follow to improve alignment: 

1. Implement explicit mechanisms to allow a mutual understanding to be created between 
business and IT and their respective areas of operations. 

2. Show that IT is a tool for achieving business goals and not just an add-on function. 
3. Couple business and IT together early on in the relationship process. Buy-in from all parties 

needs to be secured from the outset to enable the commitment of stakeholders to grow.  

This thesis makes two contribution to the work of Coughlan et al. Firstly, while the authors’ suggestions 
seem valid, the situation at the UK bank appears to have been similar to that of Carlsberg, thus requiring 
additional considerations. Coughlan et al. state: “while the criticism levelled at IT was strong, IT was its 
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own harshest critic, as they upheld everything that was said about them by business.” The problem thus 
seems to have stemmed not only from a lack of communication, but also from relational barriers such as 
those identified in the SP framework. The data obtained by Coughlan et al. indicate problems with 
separate languages, separate mindsets, organizational complexity, and a one-sided relationship, where 
IT was expected to move towards the business, but without the business needing to move towards IT. 
Thus, while the suggestion of Coughlan et al. (2005) to implement explicit mechanisms to improve 
communication seems valid, these mechanisms should also be accompanied by mechanisms that address 
the barriers to communication.  

The other contribution this thesis makes to the work of Coughlan is that it provides an actual framework 
for improving transparency that has been tested in a context similar to the UK bank. The SP framework 
and the manipulation presented in this thesis were used by business relationship managers and IT 
managers at Carlsberg, with good results (see RESEACH CRITERIA and THE POSITIVISTIC ANALYSIS). 
Furthermore, whereas Coughlan et al. do not specify exactly how the communication mechanisms should 
be formed to improve alignment, this thesis provides an example of how such mechanisms can be 
implemented and provides evidence that transparency increases trust and service quality. 

Reconceptualizing the Concept of Business and IT Alignment: From Engineering to 
Agriculture (Grant, 2010) 
The last article argues that even through strategic alignment between business and IT has been talked 
about for at least two decades, we are still far from achieving the business-IT “nirvana” promised. Based 
on this contention, Grant advocates a shift—by both researchers and practitioners—from an engineering 
perspective of IT-business alignment to one that embraces a more agricultural view. As Grant (2010) 
states: “There is a need to shift the focus away from seeking alignment as an end goal to that of 
developing an organization’s dynamic capabilities […] to harness and harvest the affordances and value 
of information technology.” 

While the work of Grant is theoretical in nature, its main argument is that alignment researchers should 
move away from looking for the correct formula for blending IT and business, and instead look for an 
approach by which to deploy, cultivate, nurture, and harvest IT investments. According the Grant, 
researchers should not use time to identify the set of facilitators or inhibitors of alignment because these 
will not resolve the alignment conundrum. These combinations are constantly in flux (Agarwal and 
Sambamurthy, 2002) and therefore what may seem to work today in one particular context might be 
ineffective under a different set of circumstances. Purely quantitative studies seeking definitive answers 
to alignment issues will necessarily have shortcomings (Grant, 2010). 

From the perspective taken in this thesis, some of Grant’s critique is warranted. A host of quantitative 
studies has provided valuable knowledge on alignment, but adding purely quantitative studies to the mix 
does not provide additional value. Moreover, qualitative studies do not identify how the concepts, and 
the barriers to using them, can be used in real life to achieve alignment. The findings of this thesis suggest 
that alignment is not just the act of finding the correct mechanical configuration. The relationship 
between IT and business observed at Carlsberg is far too complex for such an approach to be viable. This 
does not mean that research identifying how concepts are related to alignment is superfluous, but rather 
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that such studies should be accompanied by qualitative and longitudinal studies to identify how 
alignment develops over time. 

The viewpoint of older alignment studies that IT can be “fixed” by finding the right configuration was also 
seen in some of the managers at Carlsberg. These managers implemented several changes to the IT 
environment that had a negative influence on the relationship with the business (see THE RELATIONSHIP 
FROM THE PERSPECTIVE OF THE RESEACHER for more details). These changes were fueled by a 
mechanical perspective of the relationship and were made based on, for example, an organizational 
model presented in 33 slides depicting exactly how the organization should look. Based on the qualitative 
and quantitative data collected in this thesis, this seems to be the wrong approach. While the right 
processes and the right work roles are certainly important, shared domain knowledge, transparency, and 
mutual understanding between parties play a huge part in a complex relationship such as the one 
between IT and business. The findings of this thesis emphasize that alignment should encompass a social 
component as well as a mechanical component to be truly effective. 

Impact summary 
The main contribution of this thesis to the alignment field is the constructed SP framework. The specific 
contributions of the SP framework are: 

� Identification of correlation and causality between the concepts of transparency, trust, and 
service quality 

� Segmentation of transparency into service and planning transparency, and the finding that 
expectation matching has a mediating role in the relationship 

� Identification of a mutually reinforced relationship between transparency and trust 
� Identification of several barriers that influence the relationship between transparency and trust 
� A specific and tested42 approach by which other scholars can create a transparency platform to 

be used for research in similar contexts. 

These contributions add to the current alignment literature in various ways. One of the contributions is 
the refinement of normative claims that organizations should establish liaisons and transparency 
mechanisms to improve alignment. While communication is important, not all communication initiatives 
improve alignment. In this thesis, it was found that communication regarding expectations had a 
significant impact on trust. That is not to say that only communication about expectations has such an 
effect, but it shows that a segmentation of transparency into planning and service transparency is useful. 
Moreover, it was found that both planning and service transparency played a role in restoring alignment. 
Several studies on alignment have identified the need to create shared domain knowledge (planning 
transparency), without considering that the expectations should also be made transparent and be 
frequently communicated about (service transparency). Both exploring and communicating about 
expectations has an impact on the ability of transparency to create trust and service quality. The 
normative suggestion to utilize communication to repair a broken relationship (e.g. Wagner et al., 2012) 
is supported, but the barriers that might exist in this process should also be considered. For example, 
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separate mindsets, separate languages, a business that does not care about IT, and organizational 
changes are all factors that could affect the relationship. Especially in a situation in which the business 
one-sidedly believes that IT should meet the business’s requirements and mindset, such consideration 
seems crucial. Alignment research should not only look at how IT aligns to the business, but also how the 
business aligns to IT. While the transparency tool was effective in improving trust in context where the 
business was reluctant to understand the mindset of IT, the effect is expected to be greater if both parties 
in the relationship are prepared to learn about the other’s domain. Lastly, from a holistic perspective, the 
qualitative and quantitative findings support the general direction of one part of the alignment field. 
While the right processes and the right work roles are certainly important in alignment, shared domain 
knowledge, transparency, and mutual understanding between parties also seem to play a huge part. The 
findings of this thesis emphasize that alignment should encompass a social component as well as a 
mechanical component, and this inclusion can perhaps address some of the critiques of alignment theory 
and move the field forward. 

22.4 To what extent can the data be generalized? 
If the insights gained from this study were placed in another context, would they still be valid? The 
concept of generalizability refers to the ability to extent the validity of a case study’s conclusions to other 
similar cases. More commonly, generalizability refers to a broad concern that arises when researchers 
have studied one or a few cases and then ask: Do the findings apply to other cases? (Mills et al., 2010).  

As previously discussed, one of the often emphasized distinctions between interpretive and positivistic 
research is the ability to generalize. Simplified, interpretive research stresses the central importance of 
context to the study’s process and findings. For example, factors such as time, space, politics, and people 
all influence the results. Based on this notion, Yin (2003) argues that case study designs are vulnerable 
because the uniqueness or artificial conditions surrounding the case might reduce external validity. Case 
studies are generalizable to theoretical propositions and not to populations or universes. Positivistic 
research, on the other hand, emphasizes the possibility of going beyond the contextual limits and 
generalizing to the general population—if caution is taken to select a proper sample. However, data 
collected inside an organization, even if it is quantitative in nature, might not extend to the general 
population because the population from which the sample is drawn does not reflect the general 
population in the first place. Taking a step back, the interpretive and positivistic methods seem to be 
challenged by the same issues, even if the ability to generalize their results differs between them. These 
issues include 1) how one can move from the sample population (e.g. interview data, survey answers) to 
the accessible population (e.g. total number of employees in the case study organization), and 2) how 
one can move from the accessible population to the target population (the total group of subjects about 
which we attempt to learn something). 

In this thesis, I have based my research on a single case, Carlsberg, using a mixed-method design. This 
choice was based on the two rationales for single case studies provided by Yin (2003). The first rationale 
was that the case was a representative or a typical case. The identified issue between the IT department 
and the business at Carlsberg was not unique to the case, as I have also observed such issues in other 
organizations, and because I often hear complaints about IT from friends and colleagues in business. The 
second rationale was that the case was special because I had access to a great deal of in-depth data. The 
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managers at Carlsberg would allow me to introduce an intervention at the organization if I wanted to 
take this approach, thus providing me with further avenues to investigate the research questions. 
Moreover, I did not find that the case study was unique or that there were any artificial conditions 
surrounding the case. Because of the decision to only study a single organization, the ability to generalize 
is determined by the constraints (and possibilities) of the qualitative and quantitative methods 
individually and combined. To discuss the generalizability of the data and findings, the two parts of the 
thesis research will be discussed below. 

Generalizing the results of the interpretive research 
A case study should not be limited to the case in isolation but should examine the likely interaction 
between the case and its context. Therefore, the number of cases (even for large multiple case studies) 
will be far outnumbered by the number of variables under study (Yin, 2013). As a result, analytic 
techniques that are based on having a large number of cases to be able to generalize and a small number 
of variables are likely to be irrelevant. How does one, then, generalize the data? 

Yin (2013) provides two approaches based on a comprehensive review of the literature on qualitative 
generalization. The first approach is called sample-to-population logic. As Yin writes, “The widespread 
assumption […] interprets case study generalization as an effort to generalize from a small number of 
cases to a larger population of cases […]. The common quest has been, first, to establish a sufficiently 
precise definition of the ‘case’ being studied and then to (retrospectively) define the broader population 
of relevant cases.” This can happen either by deducting and stating the context for which the research is 
viable, or by selecting more cases after the context and properties of the first case are known. However, 
selecting more cases can be troublesome because “the only way of increasing the number of cases to 
some substantial level would mean sacrificing the in-depth and contextual nature of the insights inherent 
in using the case study method in the first place” (Yin, 2013). 

The other approach mentioned by Yin is to perform analytic generalization. Analytic generalization is the 
extraction of a more abstract level of ideas from a set of case study findings—ideas that nevertheless can 
pertain to situations other than the case(s) in the original case study (Yin, 2013). While these ideas might 
still be bound to the context of the studies, they can also be connected to the literature, or alternatively, 
used to explain the gaps and weaknesses in the literature. In this way, generalizations from a single case 
study can be interpreted with greater meaning and lead to a desired cumulative knowledge (Yin, 2013). 

Based on the Yin’s (2013) description, analytic generalization was performed via the propositions stated 
in the chapter FRAMEWORK & PROPOSITIONS. These propositions were tested in the interpretive phase 
of the research and will be brought back to the relevant literature in this chapter. The generalizations—
e.g., “If planning transparency is low in the relationship between the IT and business departments, it will 
have a negative influence on the level of trust”—can be researched in other organizations that have IT 
and business departments. As such, the theoretical propositions can be generalized to the alignment 
literature and researched in other contexts according to analytic generalization. With that said, even if 
the context-specific findings can be made into general propositions, the background for these 
propositions is still the case(s) being studied. The proposition might help other scholars in future studies, 
but the contexts and circumstances should be clarified in order to understand how the propositions work 



DISCUSSION 
 

Page 190/245 

and under what circumstances they were developed. These circumstances will be provided after the 
positivistic research has been discussed.   

Generalizing the results of the positivistic research 
When generalizing positivistic data from surveys and experiments, two steps are required (Bracht et al., 
1968). The first step is to go from the sample to the experimentally accessible population. The second 
step is to go from the accessible population to the target population. The first jump usually presents no 
problem if the experimenter has selected his sample randomly from the accessible population (Bracht et 
al., 1968). The other jump can only be made with relatively less confidence and rigor than the first jump. 
The only basis for the second jump is a thorough knowledge of the characteristics of both populations. 

Based on the method described in the chapter THE POSITIVISTIC , the jump from the sample to the 
experimentally accessible population can be successfully made. The participants in the experiment were 
randomized before they were assigned to either the control group or experiment group. Non-response 
bias was tested after the initial survey data was received by comparing the group that answered with the 
group that did not, and no bias was identified. In addition, the size of the sample was large enough to 
ensure that the sample adequately represented the accessible population.    

The jump from the accessible population to the target population was more difficult to make, as it 
required knowledge of the target population. This knowledge was not easy to gather, since “the degree 
of confidence with which an experimenter can generalize to the target population is never known 
because the experimenter is never able to sample randomly from the true target population. Even if we 
could draw a random sample from the target population, by the time the results were analyzed the target 
population would not be that which had been sampled” (Kempthorne, 1961). 

It would seem that the interpretive and positivistic methods both face the same challenges when it comes 
to generalization. When the data collection is confined to a single organization, generalization from the 
accessible population to the target population is difficult. This, of course, has consequences for the 
strengths of the arguments made in the thesis. The choice to study a single organization comprehensively, 
however, is not regretted when viewed from a generalization perspective, but does carry some 
weaknesses represented by the challenges of generalizing to other cases. Notwithstanding, I will provide 
the circumstances under which the thesis findings can be applied to other contexts. 

Generalization summary 
When only a single organization is selected as case, it has consequences for the ability to generalize the 
findings. The choice to limit the data in a single case was therefore made by balancing the level of depth 
sought for with the desired ability to generalize the findings. Selecting a single case does not mean that 
the findings cannot be used by other researchers or that they are invalid, but it does mean that other 
scholars and practitioners should interpret the findings with the circumstances of the original case in 
mind. In the description of circumstances provided below, “the population” is used to refer to the total 
group of subjects about which we want to learn something, while “the organization” refers to the 
organization where the findings of this thesis are to be applied. 

Regarding population validity, the population should be employed in medium or large company. If the 
company is small and all the people have very frequent interactions, this might affect the mechanics of 
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the relationship between trust and transparency, since general uncertainty would be very low. Moreover, 
the population should primarily perform professional, managerial, or administrative work. If the 
employees perform manual labor43, the interdependencies between individuals might not exist, or the 
complexity of the work would not necessitate transparency. Furthermore, the population in the business 
departments should be unwilling to learn about the domain knowledge of IT. If they were more willing 
to learn about IT, this would remove several of the barriers identified in the SP framework. Transparency 
might be stronger in such a context, but since this has not been investigated, it cannot be stated with 
certainty. Lastly, for population validity, the relationship between the IT and business employees should 
be in the lower left corner of the trust/transparency model (see FRAMEWORK & PROPOSITIONS for the 
model). Trust should be low and transparency should be low as well. If elements such as infrequent 
interactions, low interdependence, or stable performance exist, it could have a strong influence on 
relationships described in the SP framework. 

Regarding ecological validity, the organization should be divided into an IT department and several 
business departments, where the business department is dependent on the IT department for some tasks. 
Moreover, since the findings in this thesis were based on an IT-business relationship where mistrust was 
pervasive, the organization should have a similar relationship between IT and the business. If the initial 
level of trust is high, the effect of transparency might be different. This also means that the level of 
integrity-based trust should be high in the organization because integrity is required in order to trust the 
information disclosed. If issues with integrity exist between IT and the business, the relationships in the 
SP framework could very well be different, even if mistrust in information is present as a barrier in the 
framework. Another factor that might influence the findings is the segmentation of Carlsberg into a HQ, 
business departments, and an IT department. The centralized steering from HQ could influence the 
relationship between the IT department and business departments, leading to frequent unmatched 
expectations. If Carlsberg were decentralized, this would perhaps influence its decision-making and 
improve transparency.  

In summary, the thesis findings can be generalized to other organizations that are medium or large in size 
and where the employees perform professional, managerial, or administrative work. The organization 
should have a centralized IT department and the business relationship to this IT department should be 
marked by low competence-based trust and high integrity-based trust. Moreover, the business side of 
the organization should have little or no interest in learning about IT but still be dependent on IT for some 
of its work. Lastly, the relationship should be positioned in the lower-left corner of the transparency/trust 
model. If these criteria are fulfilled, the findings of this thesis can possibly be generalized to the context. 
Other factors might exist, however, that were controlled for in the study. If other scholars use these 
results elsewhere and find similar results, the specific circumstances in which the framework is valid 
would become clearer. 

22.5 Novelty of the findings 
Some of the findings in this thesis were novel, while some were identified in the existing literature. The 
existing findings were that transparency and trust form a mutually reinforced relationship, that 
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transparency is correlated with trust, and that barriers such as separate mindsets, separate languages, 
and historical IT failures have an impact on alignment. These findings were identified in articles and books 
in the alignment literature (ALIGMENT THEORY, TRUST THEORY), and the fact that the effects of these 
findings were the same in this thesis reinforces their validity. 

The findings of this thesis that were novel were that transparency about planning and service 
expectations led to trust and that transparency caused an increase in service quality. Also novel were 
several of the barriers added to the SP framework and the complete SP framework in general. 

Currently, the research on transparency in an organizational context is limited, and so far, few 
experiments have been conducted with the purpose of exploring how transparency can be used as a 
means to reach goals and objectives (Garsten et al., 2008). Studies on transparency have defined the 
concept very broadly (e.g. O’Toole et al., 2008) and the concept often concerns the ability of customers 
to view the mechanics and structure of an organization, rather than being seen as something to be used 
internally. The findings in this study add to the new stream of alignment literature by providing an 
additional way to influence alignment. Instead of looking at alignment as an end state where one needs 
to find the right configuration of processes and structures, alignment can be seen as a process. The 
perfect configuration that would eliminate all problems with delivery and performance in an IT 
department is simply impossible to find. Another approach, then, which is advocated for in this thesis, is 
to anticipate that such problems will inevitably emerge and try to mitigate the consequences. The novel 
aspect of this thesis is a theory for doing this, which is featured in the SP framework.   

22.6 Limitations 
This section will discuss some of the limitations of the thesis findings. These limitations are related to the 
design, methods, and thesis findings. The area of generalization will not be considered here, as it has 
already been discussed. 

Limitations based on reactions 
One of the findings of the experiment was that none of the measured dimensions was significantly lower 
for the experimental group than for the control group. This finding, however, was dependent on the 
actions initiated after transparency was increased via the tool. The follow-up interviews conducted (THE 
INTERPRETIVE METHOD) included a comment about how the increased transparency led to changes in 
the change request area. During the experiment, the managers in IT did not have access to the tool. 
However, I did talk about the tool at meetings, discussed the tool with the IT department managers, and 
made several presentations to IT employees about the tool and its functionality. It is possible that I had 
altered the management of the change request area via my focus on the tool. If the employees 
responsible for the area knew that the area would soon be made visible, they might have been inclined 
to make changes to the area. Such improvement to the area does not jeopardize the findings that 
transparency leads to trust, since the changes to the area would be the same for both the experimental 
and control groups. However, if such changes were made, I cannot say whether service and planning 
transparency would have increased trust and service quality if the areas that were made transparent had 
been left unchanged. Since I did not control for how the change request area changed during the 
experiment compared to earlier, some uncertainty exists regarding the conditions for the relationship 
between transparency, trust, and service quality. One of the comments in the follow-up interviews was: 
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“When the tool was introduced, it was clear that we had some places where we had gigantic problems … 
For a few areas, we had enormous overflow on budget and it just looked bad.” This comment indicates 
that the area that was made transparent changed after the experiment ended and when the IT employees 
were allowed to access the tool. However, smaller changes could still have been made during the 
experiment, which could have affected the identified causality. Therefore, it cannot be said with 
complete certainty that transparency regarding an area has been effective without considering whether 
the area had been altered or not. 

Limitations based on the methods and findings 
In the experiment performed, transparency was found to be significantly related to trust and service 
quality. However, what would happen if the experiment were repeated? The confidence intervals for the 
significant dimensions express the true mean difference if the experiment were to be repeated. That is, 
the mean difference would lie within the range of the lower and upper confidence intervals. These 
intervals were found to be quite large. For instance, for the dimension of competence-based trust, whose 
mean difference was .415, the lower limit was .04, and the upper limit was .78. These numbers show that 
if the experiment were repeated, the mean difference would lie anywhere between .04 and .78, 95% 
percent of the time. Thus, scholars contemplating conducting an experiment similar to the one in this 
thesis should not expect specific findings similar to the mean differences found in this thesis. Moreover, 
when implementing the tools in practice, managers should acknowledge that the effect was significant 
yet uncertain regarding strength. In extreme cases, the managers could find that satisfaction only 
increases by 1%, or if they are luckier, it could increase by an entire 30%. The broad span between the 
upper and lower confidence limits constitute a limitation to the findings. This limitation could be reduced 
by conducting a similar experiment with more participants.  

Another finding that constitutes a limitation to the hypotheses in the thesis was that transparency, trust, 
and service quality were only partially related. Why did the dimensions of integrity, reliability, and 
responsiveness not improve?  

Reliability included items that measured whether CIT delivered the right service, whether they delivered 
services at the promised time, and whether IT could be depended upon. Responsiveness included items 
about the willingness to help users and providing prompt service to users. These items concerned the 
performance of the IT department. The management of CIT did not have access to the tool during the 
experiment. The overview of the tool was therefore not used internally in the IT department for 
improving performance of the change request area. In this light, the finding that reliability and 
responsiveness were not significantly enhanced makes good sense. For the business employees, 
transparency regarding the change request area makes them feel more secure in their transactions and 
makes it easier for them to get their questions answered (the two dimensions of assurance). However, 
since the increased transparency was not used to improve the area, the reliability and responsiveness 
could not be expected to increase. Indeed, such was the case, as performance did not increase 
significantly.  

The finding that integrity-based trust was not significantly different between the control and experiment 
groups could be explained by the high level of integrity already present within the organization (THE 
INTERPRETIVE ANALYSIS). The items measuring integrity-based trust included whether CIT treated people 
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fairly and justly, and that CIT did not act opportunistically. If the business employees already found that 
the integrity of CIT was high, increased planning and service transparency would not be expected to 
change this. The issues with CIT included that a lack of competencies, an overly bureaucratic 
organizational setup, and a mindset was too far from the business. None of the seven issues identified in 
the relationship concerned the integrity of the department. The items measuring competence-based 
trust included CIT making the business feel confident, CIT being known to be successful, and CIT keeping 
its promises. Like assurance, these items measured how the business felt in the relationship: whether 
they were willing to be dependent on the IT department, whether they felt confident in CIT, and whether 
IT had the ability to accomplish what they said they would do. Since the introduced transparency was not 
used to manage the change request area, but only provided enhanced knowledge for the business 
employees, the finding that only competence-based trust increased makes sense. 

One last finding that should be mentioned was that the ratings of the participants in the experimental 
group who chose not to use the tool failed to improve. The finding was not surprising: if the employees 
did not use the tool, they could not benefit from the transparency introduced. The implication of this 
finding is that mere disclosure of information does not provide benefits; the transparency has to be 
utilized. As such, this finding rejects the argument made by Kang and Hustvedt (2013) that taking the 
initiative towards transparency in itself creates trust and alignment. 

Limitations based on design errors 
Two errors were discovered during the writing of the thesis. The first error was that the barriers identified 
in the interpretive understanding were not tested in the positivistic understanding. The other error was 
that the business employees were not interviewed after the intervention had been implemented. The 
consequence of these errors is that the strength of the arguments in the thesis is weakened.  

Regarding the first error, the mixed-method design of Lee (1991) sets the stage for a subjective-
interpretive-positivistic cycle. One of the ideas of the design is that results that have been explored from 
two different perspectives are more robust. Since the identified barriers were only researched from one 
perspective, this corresponds to doing a case study only. Results from case studies are certainly valid (Yin, 
2003), but opponents of case study research methods would argue against the validity of the findings. As 
such, the error does not invalidate the findings about the barriers, but Lee’s idea of uniting qualitative 
and quantitative research was not fulfilled for these findings. 

Regarding the second error, Lee (1991) argues that the positivistic understanding formed should be 
understandable to the observed human subjects. In this thesis, several interviews were conducted with 
employees in IT regarding the positivistic understanding formed and the intervention. These interviews 
confirmed that the positivistic understanding was valid and that the predictions from the understanding 
could be identified and agreed on by the subjects. However, it was not employees in the IT department, 
but employees in the business departments, who were exposed to the intervention. The interviews 
conducted did test the positivistic understanding with employees at Carlsberg. However, the employees 
in IT and those in the business might see things in a different light. The intervention was developed based 
on interviews with the business. As such, it is very likely that the positivistic understanding and 
predictions would be understandable to the business subjects. However, since no inquiries with the 
business were performed, this cannot be said with certainty. 
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22.7 Practical implications 
Over the past 30 years, the relationships between IT departments and their business customers have 
been troubled (Ward & Peppard, 1996), and different solutions have been proposed to ameliorate the 
relationship. Noting that scholars and practitioners have been continuously attempting to “repair” this 
relationship for the last 30 years, it would be quite naïve to conclude that this study has finally found the 
silver bullet to fix the relationship. Instead, it is my contention that the theory and findings proposed here 
constitute a valid supplement to the alignment literature. With a focus on alleviation and reduction of 
consequences, as opposed to finding the right configuration, the theory of the SP framework can e used, 
together with for instance ITIL44 or other initiatives, in a complex organizational context. 

The results most relevant for practitioners were that the intervention caused significant increases in trust 
and service quality. Since trust and service quality have been directly related to revenue and profit in the 
literature, the findings have implications for practice. If another company should undertake a similar 
approach and develop a transparency tool, that tool might also lead to an increase in trust and service 
quality. In developing such a tool, the employees should be aware of whether their organization is similar 
to Carlsberg. The trust/transparency model and the sections about generalization in this thesis can be 
used for the evaluation. 

22.8 Future work 
During the experiment, only the business employees had access to the transparency tool. After the 
experiment was completed, a number of qualitative interviews were conducted with employees from the 
IT department and the number of people who were currently using the tool was assessed. Since the 
numbers of users had increased, this revealed that the tool was still being utilized three months after the 
experiment had ended. Furthermore, besides the business employees, several IT employees had begun 
to use the tool’s functionality. The benefits emphasized by IT employees included that the tool saved 
time because errors could be more easily recognized, that information could be more easily extracted, 
and that the organization and change request area were easier to navigate. Due to time constraints, I did 
not resend the quantitative survey (cf. APPENDIX C) to the business employees three months after the 
experiment ended. The survey could have revealed whether the additional utilization by IT managers 
increased the effect of the enhanced transparency above the effect already identified. With the tool 
being used for management of the change request area within IT, in combination with improved visibility 
for business employees, I propose that the mean score of the items measuring reliability and 
responsiveness would have been higher. Six of the seven IT managers interviewed found that the tool 
helped them in their work, and one manager said that the tool had made them clean up substantial errors. 
Causality was identified between transparency, competence-based trust, and assurance in the research 
context. However, this causality was not affected by how IT used the tool internally. It would be 
interesting to see a study that increased service and planning transparency for a specific area and 
provided information to all parties involved. 

Another interesting study would be to explore why some of the participants in the experimental group 
refused to use the tool. Since transparency about expectations should be relevant to most, what was the 
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reason that those 16 employees did not use the tool? Perhaps they simple did not have any change 
requests when the experiment was running, and thus no current expectations of the IT department. 
Alternatively, they might not have understood the functionality of the tool, or they believed that most 
offers from the IT department were a waste of time. A study examining the reasons could have shed light 
on conditions for using transparency to increase trust and service quality. Since the effect of transparency 
was only significant for those who had used the tool, perhaps the creation of awareness could amplify 
the “transparency effect”? 

22.9 Chapter summary 
This chapter discussed the primary findings of the thesis, including how they are related to the existing 
alignment literature, and how they could be generalized to other contexts. Moreover, the findings’ 
limitations were discussed and directions were given for scholars who wanted to extend the work 
performed. In general, the findings were found to extend the new stream of the alignment literature by 
providing specific mechanisms to increase alignment via the SP framework. The notion that expectations 
are linked to transparency was tested and confirmed at Carlsberg. The mixed-method design was useful 
for in-depth study, but the decision to confine the study to a single organization had negative implications 
for the ability to generalize the findings. Moreover, some design errors were made using the mixed-
method design that might have been avoided if a more simple design had been utilized. The design errors 
did not invalidate the findings of the thesis, but they weakened the argument. 
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23 CONCLUSION 
Similar to most global companies, the IT department at Carlsberg was established in the last decade. Also 
similar to most companies, this IT department has since struggled to align with the business departments. 
During the course of this project, the IT-business relationship at Carlsberg was pervaded by low 
performance and a lack of trust. The low degree of trust was acknowledged by business employees and 
by IT employees. Everyone agreed that IT demonstrated inferior performance, and even though IT 
persistently initiated projects to enhance the IT-business relationship, the perception was that IT never 
fulfilled the business’s expectations. 

The situation at Carlsberg was not unique to the company. Over the last 30 years, the relationship 
between IT departments and their business customers has been troubled (Ward & Peppard, 1996) and 
IT is still, in many instances, considered a necessary evil (Hirschheim et al., 2006). The alignment literature 
has explored how concepts such as processes, roles, structures, and strategies affect alignment, and 
while such research has provided useful insights, the achievement of organizational alignment remains 
challenging. To obtain new insights and advance the field, a new branch of alignment research has begun 
to explore the more social aspects of alignment, such as trust, transparency, and service quality. 

To see how such concepts interacted in Carlsberg, seven propositions and a framework were constructed. 
The propositions were answered using qualitative interviews with business employees, archival records, 
and project observations. The result was the identification of a set of categorical issues that were 
explained using alignment theory and rival explanations. The explanations were used to provide answers 
to the stated propositions and it was concluded that the underlying theory of the constructed SP 
framework could be used to account for how transparency, trust, and service quality interacted at 
Carlsberg. Moreover, some of rival explanations extended the understanding formed. Factors such as 
delayed strategic implementations, heterogeneous business units, and constant changes had an effect 
on the framework’s concepts, in ways that were not identified in the literature. 

Based on the interpretive understanding formed, the SP framework was extended and three of the 
developed propositions were operationalized into hypotheses. To test the hypotheses, an intervention 
was developed based on the framework and interpretive research. To test the intervention, a group of 
328 business employees was selected of which 99 was used in the final evaluation of the tool. 

The results of the intervention revealed that the transparency tool had increased competence-based 
trust by about 16% and assurance by about 21% when used by the business employees. Moreover, the 
experimental group reported a significant increase in general transparency, service transparency, and 
planning transparency (18%) compared to the control group. Follow-up interviews indicated that the tool 
was also used by IT managers as a platform for communication and for reporting on expectations.  

Based on the analysis in the interpretive and positivistic portions of the thesis, the following contributions 
were made to alignment theory: 

� Identification of correlation and causality between the concepts of transparency, trust, and 
service quality. 
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� Segmentation of transparency into service and planning transparency, and the finding that 
expectation matching has a mediating role in the relationship between transparency and trust. 

� Identification of a mutually reinforced relationship between transparency and trust. 
� Identification of several barriers influencing the relationship between transparency and trust.  
� A specific and tested approach that other scholars can use to create a transparency platform to 

perform research in similar contexts. 
� A specific framework—the SP framework—that contributes to the new stream of alignment 

research.  

Based on these contributions, it can be argued that the SP framework and the underlying propositions 
and hypotheses are a viable addition to alignment theory. The main notion of the framework is that 
organizations should not just establish liaisons and communication mechanisms to improve alignment, 
as some scholars argue. IT and business departments should be transparent about their normative and 
predictive expectations and be wary of the barriers blocking effective communication. 
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25 APPENDICES 

25.1 APPENDIX A 
A full list of the employee suggestions. The suggestions have been lightly edited for readability: 

Description 

Improve focus on business issues by regular updates to IT Board on business escalation list (Mads 
Madsbjerg) 
I think we can increase focus on the issues that really matter for the business by ensuring that the IT 
Board is aware of the issues and can help assign resources to fix them. This could be done by having 
a monthly walkthrough of the list by Thomas Kofoed or a BRM at the IT Board. 

Inviting business staff to our department meetings to give a frontline view of how our services works 
will give us better insight into whether we are doing the right thing list (Mads Madsbjerg) 

Closing the rumor/performance gap (Morten Gryning) 
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When talking to people from the business, I found that many of the perceptions of IT were based on 
rumors. Rumors which affected how CIT was seen included in decision-making and being judged. 
And in the end, how CIT should operate and be. 
 
This is not an uncommon phenomenon, and surely the rumors don't emerge by themselves (they are 
based on something). However, I still think there's a gain for Carlsberg IT in closing this gap between 
rumors and performance.  
 
People will always demand different information depending on their job and the situation which 
they are operating in - be it financial data, strategic data or when the next Friday bar is held :). But 
people are always interested in information that directly or indirectly affects 
their dependencies and expectations against another person or organization. Two concepts very 
related to trust-building. 
 
I think CIT could improve the relationship with the business by closing the rumor gap. This could be 
done by disclosing information about the areas of: 1) project on/not on schedule (milestones 
reached), minors on schedule (delivered/not delivered) and incidents (rate of solving or similar). The 
medium could be the newsletter, on the intranet IT portal, or even in an email to people with 
interactions and dependencies towards IT. The important thing is to do it regularly, as this data was 
frequently requested by those from the business I had the chance to talk to. 

Present CIT staff as colleagues that actually are contributing to the business (Peter Willkan) 
Everybody knows that IT people are boring! 
Everybody knows that IT people are geeky! 
Everybody knows that IT projects are always delayed and exceed budgets-and never deliver what 
they were supposed to deliver! 
 
I suggest that we make a presentation of our staff (not necessarily everyone) where we present 
ourselves as competent colleagues with several competencies. 
 
Break out of the grey mass and become individuals. 
A picture, a small presentation of our skills, a description of which type of project(s) 
he/she has worked in. Maybe also which challenges they have met. 
 
Publish it on the Intranet, one profile weekly. Continue for the entire 2012 so we become individual 
colleagues and not just IT people. 

Ask the externals! (Peter Willkan) 
We have many very competent external suppliers in CIT. 
Invite maybe 20 - 30 of them to participate in 5 - 10 meetings (max 4 participants in a meeting) and 
ask them where CIT differs from other companies they have worked in. 
 
They must be granted absolution - so the interview/meeting should not be with their normal daily 
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CB-manager present. 
 
This would lead to a more neutral and objective view on what we do well in CIT and where we could 
improve. 

Think the entire project from the beginning! (Peter Willkan) 
We should move away from "one-liners" where we guess wildly on project cost & duration on 
something that is hardly described. 
 
This does not need new staff - we can assign present staff. 
 
Establish a sort of a presales function in CIT, staffed by experienced colleagues. 
 
1 PM: who understands and can explain the necessity of project governance and organizational 
Implementation 
 
1 Enterprise Architect: who understands our platform & technology, our IT roadmap and the 
integration issues. 
 
1 Solution Architect and 1 Designer: who can devise and describe the solution from the customers’ 
functional & non-functional requirements. 
 
The output is a document describing the whole project and the effort required also on the business's 
side. Special focus on data & integration where we often are mistaken. 
 
This will make estimation & scheduling far more precise - and we should describe the span in cost 
and timeline with respect to the identified risks and uncertainties. 

The business will understand and accept there is a lead time on doing this analysis. 

How we in CIT can service our business better : Let's ask Business (Snezana) 
Create an Idea bank SharePoint site for business stakeholders to submit their own ideas/input on 
areas/topics they would like CIT to provide better service. 

Don't be afraid of our customers (Steen Soegaard) 
I have experienced many times that our colleagues are afraid or not very eager to make direct 
contact with our customers/end users, resulting in issues or questions are being delayed, as the 
dialogue is not happening and a lot time is wasted. 
 
Conclusion: pick up the phone and contact the customer/end-user and they will be very happy about 
a person from CIT contacting them 

Faster in our deliverables (Steen Soegaard) 
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When asking the businesses what they think we could improve, it is to be faster in delivering our 
services, mostly our changes, which could be small/standard/TCRs. 
If we could optimize our deliverables on these changes, I believe that we will experience much more 
satisfied customers. They understand when they ask for complex changes or projects but if they only 
need a port in a switch to be opened or a table to be enhanced, we should be able to deliver this 
within days. 

More agility and flexibility in CIT (Steen Soegaard) 
In some cases the business needs CIT’s support within days and in that respect, it doesn't work to 
refer to our Demand processes or other processes, as the business needs decisions right away. 
In relation to these cases, we need to deliver specialist knowledge at once, even though we have to 
re-prioritize internally in CIT. 
The BRM can support cases like this but they need to be able to make direct contact with the 
specialists and prioritize on behalf of the business and CIT. 

Improve the quality and speed of our minor estimates and enforce re-approval on minors when they 
move from design to build (Marcel Olsen) 
We lose credibility in the business when estimating like the wind blows. Also, once a minor is LDB 
approved the budget is rarely revisited when moving from design to build and suddenly the CR will 
likely go over budget without formal business approval. Furthermore, it takes too much time to find 
prices on whatever we need to estimate, meaning a long lead time for more precise estimates - and 
if you need to shortcut due to time constraints, you will end up guesstimating. This is the trade-off of 
only having 1.5 hours allotted by the business for the Red Estimate. 
  
How to improve: Ensure that Demand Management, ITAM, etc. will provide a public price catalog on 
IBM services, Verizon Services, license cost, labor cost, CIT cost, etc. for the people responsible for 
estimating minors. We also need to enforce that before a CR moves from design to build, the budget 
is revised and approved by the business. 
  
Anticipated result: Shorter lead times on Red estimates, gaining goodwill from the business for 
managing their money with respect, less frustration for CR Leads and PG resources. 
  
When it comes to estimates we must be aware of that the business has external consultants hanging 
around that have a tendency toward discrediting our price structure and estimates without knowing 
what constitutes the figures. I think it is very important to stress towards the business that it is easy 
for an external consultant to quietly whisper in their ears "how bad CIT are at estimating and how 
expensive CIT is when compared to the market prices and how much better/cheaper the externals 
can do the supposedly exact same thing." This specific point is something I've experienced over the 
last 1½ years and it creates an even bigger distance between CIT and our customers 

Evaluate our service offerings against business needs (Maria Barlev) 
At any given time, we should aim at offering best support in the areas where our services are mostly 
needed. If we control all service requests (formalized and unformulated ones) we should be able to 
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see where the business requests the most services and focus on short delivery times here and 
measure feedback. Understanding the business focus areas should allow us to scale and 
focus against expected demands. 

Communication packs to key business stakeholders (Maria Barlev) 
Create clear communication packs to the key business stakeholders about what CIT (Service 
Planning) offers in services and most importantly - what we do not offer. What can the business 
expect when contacting Service Planning - and what do we not support (rightly or wrongly, 
depending on views). Show examples of how a service is delivered (set expectations for lead times, 
etc.) 
What is our bandwidth? Can we scale up in any area or do we have clear limitations? 
Explain our mandate (standard solutions instead of perfectly tailor-made local solutions) 

Optimize the Time Registration process (Thomas Steinmetz) 
Time registration is today something everybody everyday uses in CIT. Time approval is something 
PMs, Managers, Directors, Leads and VPs spend time on every week. 
Time registration is important for our current setup, but our IT tool for supporting this process needs 
a face-lift. 
 
Today we spend time approving hours we mostly have no chance of double-checking and if we want 
to reject the hours we cannot do this in the system. 
 
All this "admin" time we could turn towards our colleagues in Carlsberg Group and created magic. 
Fix the tool and free the people. 

Viva la revolution!  

Take responsibility (Thomas Steinmetz) 
My experience within CIT is that we are a bunch of very dedicated and skilled employees, but we 
also have a tendency only to focus on our own "small" area, which means we miss the big picture. 
Taking responsibility is, for me … The one that picks up the phone has the responsibility. We need to 
focus on service for our colleagues in the business. 
 
Even though you are not the right contact in CIT, you "take the call" and instead of pushing them in a 
different direction, you make sure that you personally find the right connection and get them 
connected. 

Accept the Baton (Thomas Steinmetz) 
If we are the misunderstood organization in Carlsberg Group (just reading the other ideas in the list 
related to rumors etc.), then why not accept the Baton on the next meeting at the Malteri? 
Let’s show them that we are something different than geeks, cola and pizza 

Ask questions! (Maria Barlev) 
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There is a tendency that CIT should provide all the answers (solutions) immediately to all the 
business questions and needs. One way to learn how to improve on answers and solutions is to dive 
into reasons behind the business requests. Ask questions of the business to better understand their 
needs and requests. Sometimes we can actually offer "quick solutions" or "workarounds" that 
provide some immediate support / satisfaction whilst delivering the full service requested. This 
builds trust over time. 

Stop emailing (Thomas Steinmetz) 
The use of email is getting more and more dominant in the way we communicate with our 
colleagues in CIT and in the rest of the Group 
I would recommend that every second email is replaced by a phone call or a physical drop-by if 
possible. 
I know this is a change in behavior, but I also think that most cases could be solved quicker than 
ever. 
Emails are used today for many purposes, but are also a very misunderstood media. Let’s try to use 
our mouths instead of our fingers :) 

Increase predictability - Vi sir hvad vi gør og vi gør hvad vi sir. (Peter Willkan)  
What are the top 5 things our users would like us to improve if they could decide? 
  
1) We understand the business and can advise on how they could do it faster - using IT where it 
makes sense 
 a) read the intro to the department 
 b) Spend 1 week every half year in the department together with the business. 
 
2) Our estimates are so solid that they can be relied upon and decisions taken from them. 
 HTGT: Spend the necessary time to do quality estimation by a skilled team. Yes - it costs up front but 
saves in the end. Take decisions on firm basis. 
 
3) Frequent simple communication on key topics besides the heavy STC-reporting. 
 HTGT: Use a standard template 
  
4) Deliver faster, cheaper, better 
 This is almost a mantra. My experience is that if you demonstrate professionalism in the work you 
get the necessary credit. 
 HTGT: 
 a) Skilled people at all levels. 
 b) Consequent up-skilling, as necessary. 
 c) Zone-coverage, meaning that more staff can do the same job (This is up-skilling). 
 d) Establish skilled autonomous teams with specific responsibility areas instead of handling all 
activities on a 1:1 basis. Too much is wasted doing this. 
 e) Consequent decommissioning of "odd" systems. 
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5) Predictability and trust in the work we do. 
HTGT: 
     Skillful Project Managers. 
     Full control and transparency in driving the project. 

Automate Component test to save manual testing and get better quality (Else, Qwist) 
If Regression test on Component level is automated and done on regular basis, we can save a lot of 
manual testing and the defects will be discovered before UAT. That will make the customers happy. 
This applies to BSP-releases. 

Centralize Quality Assurance and Compliance to meet the objectives (Else, Qwist) 
Quality Assurance activities like static and dynamic testing, audits and Technical Inspections 
happening at random levels and timings. 
If this is planned to support CIT at the right timing, and gaps are identified and mitigated with a 
prioritization of the activities to best meet the objectives, we could save money and make customers 
more confident in our quality. 

Communicate our professionalism (Johan)  
Apparently many of the business people I talk to regard CIT very well, but are somewhat confused on 
how they should interact with us. Who is a BRM and what is a service manager, and how do I create 
a ticket, what am I supposed to receive when I create a ticket or a CR? … So I guess that the interface 
can be more visible and somewhat easier. 
  
The business does not understand what it is we can deliver apart from a PC and fixing server 
problems. What other quality do we deliver? That is not visible or “just the name CIT” means 
ordinary IT and not the professionalism we also have! 
  
Overall I think that we are considered a function “outside” of Carlsberg and not a part of HQ or the 
group. We would need to agree on and share models/methods and together with the business work 
on and agree on our roles and how we work together. Often we come and present something 
business has not been part of deciding and that is hard in our culture!! 
  
About the value and cost: The other day I learned CIT’s goal for our blended rates. This also has to be 
communicated or agreed on with the business. I guess we will see that the business is more focused 
on value and we are focused on cost. We need to find a way to “mix this” and agree across so both 
“sides” better understand the parameters impacting cost and value. 
  
Lastly it is also much about relationships and walking the talk. Maybe we should encourage people 
more to act as ambassadors for what we can bring of value. 

Feedback on requests (Dejan, Havaic) 
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Often when we have some request from the business, even though it might be just a request for 
information, and this request gets forwarded to the department or person responsible within the CIT 
organization, there is no reply to this. Maybe the person that was contacted is actually working on 
this, but it would be very helpful to have some feedback on what’s going on to know how to 
communicate to business. 

Our business perceives us as one. Therefore, we have to stand as one. (Fariborz) 
Our business perceives us as one. Therefore, we have to stand as one. 
  
A solution does not add any value to the business while it is being developed (project). It is after the 
go-live that the business begins harvesting the investment that they have made. This can only 
happen if the handover to maintenance is successful and the team assigned to maintaining the 
solution is capable of doing so. 
  
We have to improve the handover process by bringing together the people who are familiar with the 
overall solution and the people who understand how a solution should be maintained at the right 
time in order to ensure a complete handover and successful maintenance after the go-live. 
  
Action: Set up a task force to assess the current set-up and provide recommendations 

Budget/invoice/Service Line transparency (Thomas Meyer) 
1. Budget/invoice/Service Line transparency. This includes: 
- more Service Line 1-8 transparency, which means, more details to ensure the business, the BRM 
and the Tax Auditors can understand the fees (e.g. it is not enough to have one line for all Microsoft 
licenses) 
- more transparency of invoice workflow (local to central, central to local) 
- Estimate 1-3 and planning 

Communication from CIT to the local management should always include the BRM in CC  (Thomas 
Meyer) 
Communication from CIT to the local management should always include the BRM in CC. Additional 
the BRM should get more details/documentation to know and explain. This includes 
- IT service changes 
- IT budget 
- projects, rollouts or initiatives 

BRM tasks should be clear  (Thomas Meyer) 
BRM tasks should be clear. This means everybody has to know what exactly is her/his task and what 
not. Only then can the BRM put out the right effort to handle all important tasks. 

IT Service Catalogue process  (Thomas Meyer) 
IT Service Catalogue process. This includes also the way of update, contact, changes, communication, 
etc. 
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TCR process  (Thomas Meyer) 
TCR process. This includes also the escalation and the monitoring, like RFS. 

Escalation process for incidents, SLA breaches and minors. (Thomas Meyer) 
Escalation process for incidents, SLA breaches and minors. 

Business Case process  (Thomas Meyer) 
Business Case process. Today, everybody who creates a CR in Omada, can define the business case 
as they want. To be successful and to have a clear picture, it is necessary to have a standard process. 
This includes also the business case revision after fulfilling the CR. 

CIT aligned internally (Carsten Møller) 
CIT needs to act extremely professionally on all our critical touch points with business - i.e. the 
processes where we, and only we, can drive the process. These are, in my view: 
 
Process for Vendor/Tool selection: We have a defined and communicated process that everybody in 
CIT lives and takes responsibility for delivering according to 
 
IT support: We are communicating to "customers" that the incident is received, when are we 
obligated to have the incident solved. We also inform the user frequently the progress of the 
incident. 
 
Ensuring clear objectives and rationales BEFORE starting any IT task: Achieved via BRMs that will not 
initiate any tasks in CIT without a business case and an objective that has been clearly defined. 
 
Driving and delivering IT tasks as promised: Achieved via strong project managers that master all PM 
disciplines, stakeholder management and possess excellent communication skills 

Understanding business lingo/processes (Carsten Møller) 
Assign 1-2 from each department in CIT as a customer interface who will be responsible for 1 
business process. Train this person and make him/her responsible for knowledge sharing on the 
matter. 

Change our mindset: we need to be business oriented not only in our words but also in our actions 
(Christian Kraemer) 
We have customer in front of us and not only IT users (matter of survival for an IT organization in 
today’s world). We need to be much more proactive (execution oriented), take 
questions/issues/problems/claims from the business, and even if it is not under "my" direct 
responsibility, try to help the business by finding the right people who can help in our IT 
organization. 
In addition, sometimes if it is also not clear for us, involving senior management could also be a good 
way for them to have the feedback on whether the process/role/responsibility is rightly understood 
or not. 
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Enhance our IT services [Run] (Christian Kraemer) 
We have too many issues/claims that need attention/effort, which brings us away from focusing on 
what can help and give added-value to the business. 
A best in class "run" is fundamental to have trust/good perceptions from the business, to go a step 
further with them.  

Physical presence with the business - opening the black box of IT (Carsten Møller) 
Move CIT to sit together with business (HQ + DK). If not permanently, then at least projects and large 
minors should sit together with business. 
That way, CIT will become a natural part of the businesses’ daily lives, communication flows will 
become more efficient and we will be perceived as an internal colleague rather than an external 
supplier. 
As a side bonus, this might enable us to perform more agile projects. 

Communication is key (Christian Kraemer) 
Communicate in advance what we are doing, why and in which manner it will impact the business. 
Communicate pro-actively on issues, people are reassured when they know that their problem is 
being addressed and an action plan is being formulated. 
Communicate on our successes (make our own marketing)  
=> Have regular business-oriented CIT communication packs 
=> Enhance our communication skills  

CR Leads assigned already at Estimation - “6.1 Minor Mandate” (Catrine Preskou) 
To create an earlier and improved contact between Business and CIT for Minors/RFS's/TCR's is to 
assign the CR lead from CIT in 6.1 Minor Mandate and not like today in 6.3 Book Resources.  
  
Difficulties in allocation of CR Lead would be discovered and made visible much earlier, helping to 
set realistic customer expectations. 
  
Customers would experience faster ownership and initiation in CIT. We would improve estimations 
& therefore fewer re-approvals required. They would experience faster delivery since we in CIT 
would reduce overhead (i.e. Costs) & delays with consistent ownership through the OMADA flow.   
  
Minor Process Steps: 
•6.1 Minor Mandate &  Book CR Lead 
•6.2 LDB Approval 
•6.3 Book (remaining) Resources 
•6.4 Design 
•6.5 Build 
•6.6 Test 
•6.7 Acceptance test 
•6.8 Release 
•6.9 Stabilization 
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Complete projects; business AND IT (Trond Abelseth) 
In most situations the business seems to view CIT as a technology provider in projects and initiatives. 
We have the skills and ability to both advise and drive initiatives that are changing both the business 
and IT landscape. 
  
Therefore we should work towards establishing more 'complete/whole projects,' where we can drive 
both business AND technology changes. We have the skills to do this. And we could do this on small 
as well as big projects. 
Our business partners will then see us, and treat us, more as a colleagues than as providers. 

Educate/communicate more about how we work (Trond Abelseth) 
If there is a perceived 'black box' called CIT, we need to do more to come out of that box. On all 
levels of the organization we could be more 'out there' talking about how we do things, e.g.; Educate 
them about project model and development model when we start projects. Educate them about 
incident processes when relevant - like when a project ends, at LDB meetings where there are 
escalations. Educate them about how we work with partners (ibm, idc, verizon etc.) … 

Proactive advice (Trond Abelseth) 
We appear to be quite defensive and reactive towards the business, and yes it is difficult to be 
proactive if the basics of operations don't work as intended. 
  
However, to start becoming more proactive, we could come up with concrete proposals for changes 
business units can act on to either reduce their cost, improve efficiency, or improve the quality. It 
can be small and big proposals. 
  
Could use LDBs as a forum for this, or perhaps start a Task list like this one to get ideas. 

Change CIT (Michael Folkmann) 
-Turn CIT into a pure application maintenance unit in HQ, and make the rest dedicated and solid 
development teams in the specific business areas. There are very few different activities in 
Carlsberg, it's P1 and BSP, and we need to adapt to that. The organization of CIT does not conform to 
servicing business optimally on this - this is more than Service planning scope. 

Forget the idea of considering business as a customer (Michael Folkmann) 
Forget the idea of considering business as a customer - Service planning must explain that 
development is a joint effort between business and technology, and we cannot set a deadline 7 
months ahead with a fixed scope, a fixed deadline, a detailed plan and high quality - as would some 
external consultancy. We are one company and the idea of 'best IT services etc' in the world and 
things like NNIT is passed; we cannot do it. We have only one company to support and that's 
Carlsberg, and the technological part of a solution is living in symbiosis with the business knowledge. 
CIT cannot be a delivery organization - it is proven - in principle there is no different from production 
IT employees, which by some reasons it part of the business. 
 



APPENDICES 
 

Page 222/245 

Have the business to visit the daily life of IT (Michael Folkmann) 
Have the business to visit the daily life of IT to understand what the service has as its circumstances 

Have clear transparency on deliverables, responsibilities, knowledge (Michael Folkmann) 
Have clear transparency on deliverables, responsibilities, and knowledge that each CIT person has 
and possesses - but in a very concrete formulation. Make it a habit to update your list of tasks 
solved. This constitutes, then, a database for search on help. And make it possible for everybody to 
update this list, incl. users in the business. 

Use externals smarter (Michael Folkmann) 
The high number of external consultants makes the internals reactive on their deliverables, as 
externals are much more focused on delivering in the short term. Internals should be able to adapt 
and benefit from the knowledge and skills that externals are coming with (and cost a lot of money), 
and not focusing on gathering their deliverables and statements. 
-replace externals with students to do more trivial work, e.g. secretary assignments, and PMO tasks. 

Improve our collaboration with our vendors is to improve delivery to our customer (Catrine Preskou) 
CIT has outsourced many of its services to vendors like IBM and Verizon, etc. 
To improve delivery to our customer, a quarterly internal CIT Vendor meeting could be an idea. 
Employees/Teams in CIT working closely with the vendor could meet and share knowledge and facts. 
A Verizon CIT quarterly meeting, for example, would give CIT a cross-team and department 
knowledge. What are the key issues and successes with the collaboration for the different teams in 
CIT? Is there a pattern, so it should overall be raised with Verizon? Good as well as bad. 
It would give an understanding of the different responsibilities, goals, workflows and discussions on 
the account within CIT. The meeting could also highlight where our internal collaboration with 
Verizon could be better to improve delivery to our customers. 
The responsibility for the meetings agenda could go on turn in CIT. For example if it was Sourcing’s 
turn then topics could be: 
What is the contract stating? What is the idea behind the contract Sourcing has made? 
What are they working on improving? 
What is the departments in CIT's experience with the contract on a daily bases? 
What could be contractual wishes for the future?  
 

Be responsible and try to solve the tasks and question coming in (Michael Folkmann) 
Get away from doing the coordination we spend a lot of our time on. Be responsible and try to solve 
the tasks and questions coming in. When you then figure out who possess the capability to solve the 
task - update their database (from above). 

Fewer emails (Michael Folkmann) 
Reduce the amount of email communication; understand what people need to know when you write 
an email. Do not put in cc to many people, not even if you get it with a lot of cc's. What people really 
need is the result of the dialogue, not the dialogue itself. Ask yourself what value each cc receiver 
gets from the mail and avoid non-value. CIT got an attitude on this subject also. 
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Better meetings and workshops (Michael Folkmann) 
Good facilitation is a skill. A meeting/WS is more than just the invite - a 1 hour meeting costs several 
thousand dkr if just a few (internals) are meeting. There is a preparation, an execution, and a follow-
up. Be aware of all parts. Prepare well by ensuring that everybody can see the Carlsberg value for 
the meeting; state all actions, decisions, conclusions from the meeting in a transparent manner. 
Ensure that the actions are done; if they aren't either the work has changed or they were not serious 

Communication and clarified processes (Juha) 
We are in the middle of changes in Finland so definitely business needs time to get used to the new 
procedures. Communication and clarified processes is the most important thing!!! 

Simplify/clarify the procedures with CR, ticket etc (Juha) 

SPOC IBM is not providing all IT stuff. Earlier we had a SPOC, not any more (Juha) 

Who to contact and when (Juha) 

Keep in mind that we are here to support the business and that is our first guideline (Juha) 

More regular meetings with the business (Juha) 
How can we get closer to the business? 
Regular meetings with the business and more communication. 

Fulfillment of the agreed SLAs, OLAs etc. (Costanzo, Filippo) 
Ensure that the contracts are fulfilled and define measures and take appropriate actions if not. This 
will increase the trust of the customers. 
Example: Printer installation/breakfix 

Optimization of local services (Costanzo, Filippo) 
Introduce a small delivery ticket instead an expensive IMAC for delivery/installation of IT Equipment 
that does not require an admin account for the execution. (Example; Monitor, Keyboard, Mouse 
Installation delivery of usb keys, hd, moves etc.) 

Sense of Urgency (Costanzo, Filippo) 
Regular meetings with BPMs or business super users in order to have a better view about the 
business critical processes and the relationship with the systems behind. 

Internal clarity on ownership (Duda, Przemysław) 
Improve clarity on ownership of different elements (processes, infrastructure components), 
especially after recent changes. It seems there are still some 'grey zones' (e.g. handling of local 
infrastructure refresh, system upgrades/patches, RFS/TCR process and roles within it). If needed 
communicate/agree on it with external vendors (e.g. IBM, Verizon) 

Request fulfillment process in place for all countries (Duda, Przemysław) 

More present with business (Mads) 
One of the suggestions on how to get closer to the business is that everybody once in a while spends 
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a day with the business. This will: 
 
a)      Increase business understanding 
b)      Give a first-hand impression of how IT services are perceived 
c)       Grow your network in Carlsberg 
  
Some of you already do this; either because you are sitting right next to the business, because you 
work on a project located with the business, because you are in workshops  or because you as a BRM 
naturally spend a lot of time on business premises. 
  
Let’s make it a target that we all  (employees and managers) at least spend one day with the 
business before the Summer vacation. How the time is spent I will leave up to each of you to agree 
with your manager. It could be related to specific activities, it could be because you want to get 
insight into a specific business area that is using the services you work with, it could be that you 
simply borrow a desk at business premises for a day and see what happens. If you need inspiration, 
the BRMs can also help you. When you come back, share the input with the rest of us on the team 
site. 
  
Grab hold of your manager or me and tell us what will work for you. But remember: You are the one 
accountable for this happening. 
  
We will follow up late June that this has been done for everybody. 

Cost recovery model prevents us from doing the right thing (Emma) 
The focus on utilization is limiting, and hence the cost recovery model we have. 

One CIT building in Carlsberg (Catrine Preskou) 
Have CIT in one building in Valby - Carlsberg and other sites. It does not need to be a fancy new 
building just KB building or gærkælderen. Business would know physically where we were and could 
visit.  

Business visits to CIT (Catrine Preskou) 
CIT could have a yearly open house day the same day every year on all locations in Europe... 

Support to customers regarding request types (Maria Finotello) 
We need one entry point for our customers / CIT employees to find the right request type so they 
can raise a request without being pushed back and forth. 
This can be solved by a Sharepoint site with Enduser requests and Technical requests listed in a 
simple manner that gives an overview for the viewer no matter if they are CIT or a customer. 

Request Fulfillment process missing (Maria Finotello)  
We need to state where this process is now placed. 
The process is very much needed when you read what a Request Fulfillment Manager is responsible 
for: 
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Providing information to users and customers about the availability of services and the procedure for 
obtaining them 
· Sourcing and delivering the components of requested standard services (e.g. licenses and software 
media) 
· Assisting with general information, complaints or comments 
· Provide a channel for users to request and receive standard services for which a pre-defined 
approval and qualification process exist 
· Define what kind of standard services need the users 
· Define who should approve which request 
· Define which process will be used to fulfill the request 
· Ensure standard services for users to avoid congestion and obstruction the normal Incident and 
Change Management. 
We cannot have a Service Management without this position when we have so many requests 
flowing through. 
This person is the one to ensure the contracts are implemented on an operational level.  

Service Planning to be familiar with the Procedures Manual  (Maria Finotello) 
A lot of the answers to questions raised by BRMs can be found in the quite detailed Procedures 
Manual created in cooperation with our vendors. 
When a question arises regarding operational issues, first look in the Procedures Manuals and seek 
for the answer. 

Periodic CIT senior management and local business meetings (Dejan Havaic) 
In order to have a clearer insight into how the business breaths, CIT senior management could talk to 
business on a periodic time schedule, maybe two times per year. 

 

25.2 APPENDIX B 
The interview guide below provides an overview of the different questions and sub-questions that were 
asked during the semi-structured interviews. 

Overall 

1) What is your current work role and responsibilities? 
2) What is your general impression of Carlsberg? 
3) What works well in Carlsberg from your point of view? 
4) What does not work well in Carlsberg? 

Relationship between the Business and IT departments 

1) How would you describe the current relationship between the business and IT department in 
Carlsberg? 
 

2) What do you think about the IT setup and structure? 
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a. One Carlsberg IT (CIT)? 
b. The outsourcing of services to IBM, Accenture, and other suppliers? 
c. The current relationship between IT and HQ? 

 
3) Which issues exist, if any, in the relationship between the business departments and IT 

department? 
a. Can you give me some recent examples? 
b. Are these issues related to the IT department, the suppliers of the IT department, or 

are these the same in your eyes? 
 

4) What is the level of trust between the departments? 
a. (If mistrust) Is this mistrust related to: 
b. Mistrust of competences (lack of necessary skills or competences to perform the work)? 
c. Mistrust of integrity (incorrect behavior, exploitation of trust, being lazy)? 
d. Other? 

 
5) Do you find that the IT department fulfills the expectations of their customers? 

a. If not, why do you think it is like that? 
 

6) What are your general expectations of IT? 
 

7) Are the businesses open about their problems and motives when dealing with IT? 
 

8) How is the IT department doing communication-wise? 
a. Regarding Projects? 
b. Regarding Minors? 
c. Other areas? 
d. Should IT communicate actively or passively? 

 
9) In general, do the employees in Carlsberg share information in an orderly and timely fashion? 

 
10) Do you have any suggestion for improving the relationship between the business and IT 

department, e.g.: 
a. Increased control? 
b. More collaboration? 
c. More communication? 
d. Other? 

 
11) Do you think that the IT department has improved in the last year? 

 
12) Is there any information that you find is missing when you make decisions regarding IT such as: 

a. Internal relations (e.g. employees, projects, status on initiatives, progress)? 
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b. External relations (e.g. the consumer market, strategic partners)? 
 

13) Do you trust the information you receive from the IT department?  
 

14) How do you see the relationship between the business and IT three years from now? 

25.3 APPENDIX C 
The main research items included in the research survey are displayed below. The case organization is 
abbreviated as CIT. Other items were added to filter the answers but these were not used. 

# Question 

1 CIT has the ability to accomplish what they say they will do 

2 CIT is known to be successful at the things they try to do. 

3 CIT makes me feel confident about their skills. 

4 CIT makes me want to make myself dependent on their work. 

5 CIT treats people like me fairly and justly. 

6 CIT can be relied on to keep their promises. 

7 CIT does not mislead or exploit people like me. 

8 CIT is concerned with people like me whenever a strategic decision is made. 

9 CIT uses opportunities that arise to profit at my expense. 

10 CIT discloses information in an accurate and timely fashion 

11 CIT is open and direct about task/operational problems. 

12 CIT is honest and open about their motives and problems. 

13 CIT clarifies general expectations early on in a new relationship. 

14 CIT evaluates at regular interval how effectively they are at working with people like me. 

15 CIT reveals and settles differences in expectations. 

16 CIT explores specific expectations in detail as a relationship develops. 

17 CIT provides information that is useful for making decisions about IT matters. 

18 CIT provides information about IT changes (i.e. strategic, operational) and how these affect me. 

29 CIT asks for feedback about the quality of the information shared. 

20 CIT makes it easy to find the information I need. 

21 CIT provides information that is relevant for me. 
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22 CIT provides information that is easy for me to understand. 

23 CIT provides accurate and timely information. 

24 CIT provides information that is trustworthy. 

25 CIT is forthcoming with information that might be damaging to CIT's reputation. 

26 CIT is open to criticism from people like me. 

27 CIT freely admits when they have made mistakes. 

28 CIT provides deliveries as promised. 

29 CIT can be depended upon when handling IT problems and issues. 

30 CIT delivers the right delivery/service the first time. 

31 CIT provides deliveries at the promised time. 

32 CIT keeps customers informed about when deliveries will be performed and delays. 

33 CIT provides prompt service to users. 

34 CIT is willing to help users. 

35 CIT is ready to respond to users' requests. 

36 CIT makes customers feel secure in their transactions with Carlsberg IT. 

37 CIT has the right knowledge to answer customer's questions. 

 

25.4 APPENDIX D 
Varimax rotated component loading for 27 items. These are items measuring trust, transparency, and 
expectation matching. Items included in each dimension are marked in bold. 

 Factor 

2 3 6 4 1 5 

T_AbilityToAccomplishWhatTheS ,651 ,327 ,097 ,144 ,216 ,262 

T_KnownToBeSuccessfull ,785 ,145 ,050 ,194 ,217 ,262 

T_ConfidentInCITSkills ,634 ,213 ,050 ,203 ,353 ,138 

T_IWantToBeDependentOnCIT ,412 ,015 -,115 ,095 ,347 ,061 

T_TreatsMeFairly ,237 ,623 ,221 ,233 ,143 ,299 

T_KeepTheirPromises ,567 ,416 ,164 ,307 ,342 ,091 



APPENDICES 
 

Page 229/245 

T_DoesNotMisleadPeople ,222 ,704 ,018 ,098 ,180 ,231 

T_IsConcernedWithPeopleLikeMe ,130 ,434 -,225 -,024 ,358 ,381 

T_IsNotOppertunistic -,055 ,034 -,056 -,398 ,057 -,118 

A_DiscloseAccurateAndTimelyInf. ,224 ,332 ,033 ,162 ,351 ,165 

A_IsOpenTaskProblems ,300 ,127 ,091 ,316 ,401 ,407 

A_IsHonestAndOpenAboutMotives ,103 ,415 ,034 ,347 ,244 ,394 

A_ClarifiesExpectationsEarlyOn ,164 ,359 -,147 ,427 ,366 ,247 

A_EvaluateCooperationRegularly ,157 ,325 -,027 ,513 ,367 -,052 

A_RevealsAndSettingsExpectations ,200 ,203 ,028 ,652 ,294 ,207 

A_ExploreExpectationsInDetail ,229 ,226 ,012 ,703 ,340 ,140 

I_ProvideUsefullInformation ,256 ,308 ,251 ,338 ,452 ,292 

I_InformsAboutITChanges ,189 ,200 ,188 ,240 ,559 ,152 

I_AskForInformationFeedback ,225 ,175 ,011 ,274 ,582 ,012 

I_MakesItEasyToFindInformation ,205 ,088 -,159 ,024 ,805 ,208 

I_ProvidesRelevantInformation ,223 ,171 ,040 ,043 ,757 ,239 

I_ProvidesInformationEasyToUnd. ,219 ,225 ,016 ,168 ,682 ,277 

I_ProvidesAccurateAndTimelyInf. ,200 ,191 ,211 ,232 ,640 ,180 

I_ProvidesTrustworthyInformation ,350 ,253 ,468 ,185 ,569 ,209 

I_DiscloseDamagingInformation ,117 ,282 -,017 ,124 ,201 ,390 

I_IsOpenToCritisicm ,150 ,215 -,003 ,221 ,183 ,685 

I_AdmitMistakes ,199 ,146 ,103 ,130 ,159 ,738 
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Varimax rotated component loading for 10 items. These are items measuring service quality 

 

25.5 APPENDIX E 
The questionnaire used to validate the research criteria. 

1) What is your current work role? (establish context) 
 

2) Have you used the transparency tool introduced in Carlsberg? 
a. If no: Why not? 
b. If yes: What value, if any, has the tool provided you with? 

i. Expectation matching? 
ii. Reduction of consequences? 

iii. Control? 
iv. Other? 

 
3)  Could the IT department be more transparent? 

a. Towards internal stakeholders / towards external stakeholders? 
b. If yes: In which way and why? 

 
4) What kind of IT transparency would you benefit from - if any? 

a. If none: Why would transparency not benefit you? 
b. If some: How would this transparency benefit you in your current work? 

 
5) Alignment is a condition which describes when an IT department is aligned to the current 

business requirements. Researchers divide alignment into strategic alignment and structural 
alignment. 

a. Do you find alignment important? 
b. Do you see any barriers to alignment in Carlsberg? 
c. Do you see any barriers, communication- or transparency-wise? 
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d. Do you find that transparency can improve alignment? 
 

6) In general, do you find that trust and transparency are related in theory, and if so, how? 
 

7) Do you see any negative consequences of the IT department being transparent? 
a. If yes: Which? 
b. If no: Do you find that transparency always leads to an improved relationship? 

 
8) Do you think that transparency might be more useful if you had a different role in the 

organization? 
a. Which role do you think would benefit most from transparency? 

 
9) In your current role, what could transparency bring? 

 
10) Transparency can only reveal part of the world, like drawing a map where you have to omit 

some details; do you see any negative or positive sides to this? 
 

11) Do you find that information is currently missing in your work role, or that the problem is the 
structuring/visualization of information? 

25.6 APPENDIX F 
The master code list is based on five interviews with nine participants. Times mentioned represent how 
many times the coding occurred during the interviews. 

Table 46: Coding’s for the qualitative date used in research design 5 

Code Times mentioned 

Alignment 11111111111111111 (17) 

Trust 111111111111 (12) 

Transparency 1111111111111111111111111111111111111111111 (43) 

Consolidation 1 

Interaction 1111111 (7) 

Representation 11 

Relevance (of information disclosed) 111 

Justice 1 

Noise (in relation to transparency) 1 

Decision making 111 
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Organizational changes 111 

Dependence 1 

Confinement (“us” and “them” culture) 1 

Communication 11 

Tool 111111111 (9) 

Control 11 

Objective and subjective understanding / KPI 111 

Expectation Matching 111111111111111 (15) 

Performance 11111111 (8) 

Acting (on behalf of information) 1 

Overview 11111 (5) 

Satisfaction 1 

Understanding information disclosed 1 

25.7 APPENDIX G 
Areas that BSP will affect and critical risk factors for the project. 

� Organization: The organizational structure will change within some functions. Some employees 
will change work place, job, responsibility and some activities might be superfluous.  

� Processes: The work will be the same, but it will be done more efficiently.  
� Governance: Individual countries will no longer be able to change the process independently. 

Responsibility will change because of the new business models.  
� IT: Many systems in the countries will be replaced with a common solution. IT system language 

will mostly be English.  

The BSP will be implemented in several iterations. Carlsberg has identified several critical risk factors 
that can happen during the implementation: 

� Resistance from country management may hinder program progress.  
� The length of the program may make it hard to maintain focus and motivation.  
� The approach in the BSP becomes IT driven and rather than focusing on realizing the transition 

for people/the organizational.  
� Risk of making the wrong decisions due to lack of BSP history and insight.  
� Local incentives that contradict the BSP’s objectives may lead to stakeholders working against 

the BSP initiative.  
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25.8 APPENDIX H 
The full list of barriers identified by employees in IT for achieving a good relationship with the business 
departments. 

Barriers for achieving goals  Score (%) 

Lack of resources 71 

Poor work processes 52 

Bureaucracy 39 

Unclear/shifting work priorities 29 

Authority issues 23 

Political issues 16 

Overwhelming workload 16 

Poor information systems 13 

Unproductive meetings 13 

Training and development issues 6 

Information overload 6 

Lack of recognition or reward 3 
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25.10 APPENDIX J 
The factor loadings when performing factor analysis on the items measuring transparency using 
Varimax rotation. Three dimensions were discovered: general transparency, planning transparency, and 
service transparency. 

 
Rotated Component Matrixa 

 Component 

1 2 3 

PRE_A_DiscloseAccurateA

ndTimelyInformation 
,392 ,264 ,379 

PRE_A_IsOpenTaskProble

ms 
,383 ,389 ,520 
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PRE_A_IsHonestAndOpen

AboutMotives 
,180 ,514 ,508 

PRE_A_ClarifiesExpectatio

nsEarlyOn 
,303 ,571 ,371 

PRE_A_EvaluateCooperati

onRegularly 
,316 ,757 -,007 

PRE_A_RevealsAndSetting

sExpectationsDifferences 
,183 ,753 ,311 

PRE_A_ExploreExpectation

sInDetail 
,249 ,796 ,235 

PRE_I_ProvideUsefullInfor

mation 
,503 ,455 ,386 

PRE_I_InformsAboutITCha

nges 
,643 ,358 ,145 

PRE_I_AskForInformationF

eedback 
,626 ,468 -,004 

PRE_I_MakesItEasyToFindI

nformation 
,822 ,120 ,213 

PRE_I_ProvidesRelevantInf

ormation 
,828 ,136 ,280 

PRE_I_ProvidesInformation

EasyToUnderstand 
,717 ,282 ,320 

PRE_I_ProvidesAccurateAn

dTimelyInformation 
,696 ,308 ,254 

PRE_I_DiscloseDamagingI

nformation 
,192 ,101 ,640 

PRE_I_IsOpenToCritisicm ,177 ,210 ,787 

PRE_I_AdmitMistakes ,167 ,100 ,805 

Extraction Method: Principal Component Analysis.  

 Rotation Method: Varimax with Kaiser Normalization. 

a. Rotation converged in 6 iterations. 

 

25.11 APPENDIX K 
Table 47: Insights from the alignment and trust field on the relationship between transparency and trust 

Insight (shortened for readability) Authors 

The sharing of information between IT and business leads to enhanced technical 
knowledge, which leads to a more complete understanding and appreciation of the 
other’s reality. This understanding increases alignment. 

Nelson et al. (1996) 

Expectations might act as a mediator between transparency and trust. Six (2006) 
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Travail is required to bring an organization out of the vicious low trust-low transparency 
cycle. Increasing transparency does not lead to increased trust unless the information 
contributes to a shared domain knowledge on how each party plans and performs. 

Akkermans et al. 
(2004) 

Quality of the communication matters the most when it came from coworkers or 
supervisors. If the information was from top management, it was not the quality but the 
adequacy of the information that mattered the most. 

Thomas et al. 
(2009) 

Certain components of transparency were found to have a stronger explanatory power 
in predicting the relationship between trust and transparency. Sharing information that 
was useful and that holds the organization accountable were the transparency 
coefficients with the highest explanatory power in the relationship between 
transparency and trust. 

Rawlins (2008b) 

Trust, communication, and shared knowledge are required to establish operational 
alignment. The three concepts form a virtuous cycle.  

 

Wagner et al. 
(2012) 

Honest communication is correlated to trust. Wong, Then & 
Skitmore (2000) 

Transparency in itself is not able to create trust, at least not in all circumstances. The 
organization should also act on the information, e.g. if the information displays inferior 
performance outcomes. 

 

Wakefield et al. 
(2010) 

The following behaviors related to communication are found to increase trust: 1) be 
consistent between word and deed, 2) ensure frequent and rich communication, 3) 
engage in collaborative communication, 4) establish and ensure shared vision and 
language, and 5) disclose your expertise and limitations. 

Abrams et al. 
(2003) 

The consumers’ perceptions of a corporation’s efforts to be transparent and the level of 
trust are correlated. It is not the amount of disclosed information that matters the 
most, but the initiative taken to disclose information in the first place. 

 

Kang and Hustvedt 
(2013). 

A low level of confidence in the information communicated voids the relationship 
between transparency and trust. If the information cannot be trusted, it has little or a 
negative effect on trust. 

Dando & Swift 
(2003) 

The mediating factor in the relationship between transparency and trust is factual 
knowledge about performance outcomes. 

Mason & 
Hillenbrand (2013) 

Shared domain knowledge originating from communication is the most important factor 
in explaining the alignment of IT and business strategies. Shared domain knowledge 
leads to communication that is more frequent between IT and business employees, 

Bassellier & 
Benbasat (2004) 
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enhancing the mutual understanding between the departments and thereby creating 
alignment. 

 

Poor communication and collaboration tends to be the norm between IT specialists and 
business line managers. Such a lack of communication results in IT and business camps 
and a low degree of shared domain knowledge. When the parties do not understand 
one other, they become less aligned. 

Vermeulen & 
Dankbaar (2002). 

 

Three factors affect the relationship between trust and transparency negatively, 
namely: a lack of information exchange, gaps in understanding, and business and IT 
camps.  

Coughlan et al. 
(2005) 

 

Communication between IT and business is difficult for three reasons: 1) IT departments 
are intermediaries between third-party contract staff, global staff, external stakeholders 
and vendors, as well as traditional business users. When multiple cultures exist, 
communication becomes more multi-faceted and challenging. 2) IT hires people that are 
introverted and socially disruptive. Employing these individuals does not correspond to 
the requirement for cross-domain knowledge sharing and inhibits good communication. 
3) IT communication is often so techno-centric, inappropriate, and full of jargon that 
many organizations have sought ways to limit the amount of communication between 
the two groups. 

 

Smith et al. (2010) 

 

The informal organizational structure is related to alignment because of language 
barriers, cultural differences, and stereotypical perceptions associated with IT 
specialists. When such barriers exists, concepts such as relationship management, trust, 
and communication have a stronger effect on IT alignment than the effects of structures 
and processes, because they can help overcome the barriers. 

Huang et al. (2007)  

25.12 APPENDIX L 
Participants who did not use the tool in the experimental group were added to the control group. This 
decision was made to maximize the number of participants in the study. However, if the participants who 
chose not to use the tool differed significantly from the total population, adding these participants to the 
control group would create imbalance. To see whether the participants who chose not to use the tool 
differed from the population, I compared their preliminary scores to the control group. I found no 
significant differences. Furthermore, I compared the scores of the subset of participants in the 
experimental group who did not use the tool to the control group (without these participants) and found 
no significant differences. The most likely reason why the participants chose not to use the tool was that 
they simply had no use for it when the experiment was conducted. This is supported by the finding that 
useful information was significantly increased, but relevant information was not. To perform an 
additional validation check for my decision, the data from the control group and data from the first 
measurement of transparency, trust, and service quality were compared. If the addition of participants 
that did not use the tool created an imbalance, it would most likely show up in the total rating of the 
control group. The total difference when comparing the preliminary group with the control group was 
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only 0.04. Since all tests showed that the participants who did not use the tool were similar to the control 
group when measured on all variables, they were assessed as safe to add to the control group. 
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