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Abstract

:

The process of governance in the domain of Information and Communication Technologies (ICT) has been the subject of many studies in recent years, especially as regards the strategic alignment between the business and ICT areas. However, only a handful of those studies focused on studying the relationships that exist between these areas, specifically the conversation competencies that so strongly influence their alignment. This study sought to investigate and analyze the gaps that exist in such conversation competencies, as found in a Brazilian Control Body, according to the perceptions of the officers in the business and ICT areas. The survey tool used here was a questionnaire, sent to all the officers of the Body’s areas, the construction of which was based on the conversation competencies. It was found that there were 28 gaps in the conversation competencies of the Brazilian Control Body that may be developed to improve the alignment of the business and ICT areas. As regards the paths for future work, a recommendation is made for the creation of a research tool that allows the verification of the percentage of alignment that exists between ICT services and the business requirements, as its application.
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1. Introduction


Information and Communication Technology (ICT) governance allows an organization’s ICT domain to keep and expand the objectives and strategies of the organization. The key element for that is the alignment between the business and the ICT domains that adds value to the business [1].



COBIT 5 (Control Objectives for Information and Related Technology [2]) ICT Governance Framework states that the strategic alignment between the business and the ICT areas is one of the objectives related to ICT that ensures the configuration and maintenance of a governance structure in the organizations (EDM01—Ensure Governance Framework Setting and Maintenance). The difficulty that exits in the communications between business and ICT people is one of the factors that inhibits alignment [3]. This difficulty can cause conflicts and misunderstandings and stems from the interaction of the different mind frames of those areas, where business managers have a model oriented toward business value and ICT managers use a model that is more focused on the technical services [4].



In this sense, the use of new technologies capable of keeping us in touch with friends and acquaintances, to give one example, can enable a more effective collaboration amongst the many areas of an organization, producing more transparency in projects and activities and facilitating the participation in them [5]. Apart from that, communication is the element found in all human interactions, and when effective, it can yield high performance and create a competitive edge for the organization [4,6]. It should be pointed out here that, according to [2], the management of relations (APO08) comprise a primary support element to attain strategic alignment between the ICT and business domains, one that should be achieved in a formal and accountable way to ensure the focus and to attain the common and shared targets that support strategic objectives.



COBIT states that the relationship between the business and the ICT areas should be based on mutual trust, on the use of open and comprehensible terms, on a common language and on a disposition to accept responsibility for important decisions [2,7]. However, mutual trust, the use of open and comprehensible terms, as well as of a common language can only come to be with the involvement of conversational competencies. These conversational competencies account for the efficiency, efficacy and effectiveness of each and every organization as the goals of the organizations rely intensely on conversations [8,9,10,11,12] to succeed. For this study, we chose to focus on some conversational competencies such as productive exposition, productive questioning, orders, offers and promises, as well as on conversational commitments and re-commitments and conflict resolution.



This choice was based on the work of [8] that investigated how conversations contribute to the management of ICT, projects with the use of a questionnaire aimed at detecting the gaps in conversational competencies amongst project managers. Based on this scenario, this work sought to find possible gaps in certain conversational competencies, as shown by [13] from the perceptions of those in management in the business and ICT areas of a Brazilian Control Body, in a realm of strategic alignment, as between the business and ICT domains. The methodology adopted was to replicate the research instrument as developed by [8] and insert some queries based on COBIT 5 [2].



The remainder of this paper is structured as follows: Section 2, Section 3 and Section 4 present the theoretical references for this work (ICT governance and the COBIT 5 Framework; concepts for strategic alignment; review of the conversational competencies). Section 5 presents the methodology adopted, as well as the research instrument. Section 6 shows the results obtained, followed by the analysis of the data. Section 7 provides some final considerations for this work.




2. Information and Communication Technology Governance


According to the IBGC (Brazilian Institute for Corporate Governance), corporate governance is defined as the system through which organizations are managed, monitored and stimulated, involving the relationships between the owners, the Board of Directors, the Directors and the Control Bodies [14,15]. ICT governance is the responsibility of the Board of Directors and of the Executive Managers. It is a part of corporate governance and consists of organizational and leadership processes and structures that ensure that an organization’s ICT area keeps and expands the organizational strategies and objectives [1,16,17].



There are authors [4], however, that understand that ICT governance is not restricted to the the senior executives that sit on Boards, but is also the duty of subordinates, being characterized as a recursive function that permeates the entire organization. Organizations are much more concerned with ICT management, acting in a defensive manner in ICT development. What is desirable is that the ICT actions are planned around its objectives and performance targets. For that, it is necessary that upper management should get involved and embrace leadership, allocating resources and support processes, that is an ICT governance in place [18]. The lack of a proper ICT governance produces some problems in the ICT management of governmental organizations [16].



Control Objectives for Information and Related Technology (COBIT 5)


COBIT 5 is a framework that considers the management of relationships (APO08) as a primary support element to achieve strategic alignment between the ICT and business domains. The latter, in turn, is one of the ICT-related objectives that ensures the setting and maintenance of governance in the organizations (EDM01–Ensure Governance Framework Setting and Maintenance) [2,19]. Table 1 shows the goals and respective metrics associated with the process of relationship management of COBIT 5.





3. Social Dimension of the Strategic Alignment


A strategic alignment occurs when the strategic choices, as made in the internal and external areas, are consistent and integrated with the business, whilst being dynamic [20]. Therefore, the strategic alignment is not an event, but rather a continuous process of adaptation and change that relies not only on sophisticated technological functionalities, but on the organizational capacity to influence the technologies, in order to differentiate their operations from those of their competitors and gain a competitive edge [20].



In [21], three perspectives for alignment were put forward: through the architecture, governance and communication. The alignment made through communication enables operational integration, defined as the “social dimension” of the alignment.



This “social dimension” refers to the creation of a context in which upper management and collaborators, both from the business and ICT domains of an organization, understand and strive to accomplish the mission, attaining the business and ICT goals and targets. With it, one seeks to reduce the cultural gaps found between people in the business and ICT areas, which are the main reasons for failures in system development [21]. Apart from that, ref. [21] show that in order to connect the ICT planning domain with the strategic planning area of the business, it is necessary to communicate with a “common language”, as well as to stimulate actions aimed at sharing knowledge.



Business-External Control


To grasp and apply the concepts of strategic planning, one needs to deal with the definition of business, which consists of three independent dimensions: product/service, clients and technologies used [22]. In this work, business is the end activity of the Brazilian Control Body, that is the exercise of an external control through inspection activities, performed by their external control offices and specialist units [16]. Control is the inspection activity of a given object, based on what has been previously set in standards, regulations, contracts, etc., to produce a statement of value [23]. External control, in turn, is the classification of control as regards the position adopted by the Control Body, that is, if the controlling entity is in the Body, the control is of an external kind; if it is outside, it is an external control. Based on that, we found that the service provided by the Body is that of an external control, and that the society is the client [16].





4. Conversational Competencies


Conversational competencies are understood as a fundamental competency for the existence of an organization [24,25]. In this sense, for team work to succeed, it is necessary that communication and collaboration are rooted in a sense of trust amongst the team members [6]. Straightforward communications reduce cost, mitigate damages caused by ICT pitfalls and promote trust, teamwork and positivity in the use of ICT and amongst the people that work with it [16]. Apart from that, the ability to communicate of those in management is a core factor for good management as the work progresses; even those of an individual nature need the articulation or coordination of actions to be executed with efficacy and efficiency [26].



The communication in the company provides a set of procedures that enable the commitment of the collaborators to pursue the company’s goals, to eliminate the need for re-work, increasing the capacity quickly, to positively respond to changes, along with the effective involvement of people, with the innovations and improvements made to managerial systems, to boost teamwork productivity [9,27].



The observation and the analysis of the types of conversation that define an organization are decisive factors for its continuation and success. The development of organizational competencies has not been a concern in the qualification programs that saw the light of day in organizations [24]. Conversational competence is defined as the ability to, in conversation, mobilize, articulate and put into action, in a sustainable manner, the values, knowledge, skills and attitudes necessary for the efficient and efficacious development of the activities required at work and in life, in a general way [28]. Thus, to listen effectively and resolve conflicts, as well as deal with badly-formulated requests, promises and offers, expose and query in a productive way, free one’s self from the bonds of mistaken judgments and change emotions into results that are useful for the organization all depend on the development of conversational competencies [24]. Some of them are shown in Section 4.1, Section 4.2, Section 4.3, Section 4.4 and Section 4.5.



4.1. Effective Listening


Two actions stand out in human communication: speaking and listening. However, [29] points out that listening is the cornerstone of language, implying that in order to effectively speak in a business environment, one needs first and foremost to effectively listen. Listening effectively is in the level of skills of conversational competencies [30,31]. This competency produces trust in the relationships as it ensures that the interest of the other is being taken into account. Differently from transmitting information in the communication between machines, human communication has two aspects to consider: the meaning of the message sent and the ability of the receiver to literally reproduce the information received.



Thus, what one individual says may not necessarily be what the other hears; this phenomenon is known as a critical breach. In order for the action of listening to be effective, one needs to close the gap on such breaches, with the application of the following conditions [30]: opening; checking what has been heard; checking for unsettling elements; understanding how the emotional state of the parties in communication affects their listening; building a shared context.




4.2. Conflict Resolution


Several features of a group can indicate potential conflict-triggering hazards such as cultural diversity, organizational environment and ideological stances, amongst others [6]. However, a conflict only arises when three elements are found: the actual disagreement, scarcity and the disagreement on the right. The first factor means that there is a difference of opinion that may have or may not have consequences after a given decision. In the second one, there is a scarcity that prevents each person, no matter who, to obtain what one wants. The last factor is a difference in the mechanism to adjudicate, that is different people uphold different positions on the use of a scarce resource [13].



Each conflict has three levels: that of the task at hand (actions can be hampered due to a lack of coordination), that of the relationship (the link can wear out and make the joint task harder, as it can produce fear and distancing) and that of emotions (the conflict can cause grudges and resentment amongst the parties involved, hurting them emotionally) [13]. We should pay attention to emotions, especially when faced with a personal or non-operating conflict. This type of conflict is marked by a difference of tastes and opinions; as a result, in order to clear it up, it is fundamental to have respect for the other and an understanding that there is no ‘being right’, but rather “my own notion of right” and “your notion of right” [13]. If the conflict is of an operating nature, there is a material decision on what each one will do in the future. In this type of conflict, one should, through conversation, find what the interests are that lay at the root of the positions taken by the parties involved. Consensus is the best way to solve the differences in an operating conflict [13]. In this sense, it is important that the leaders can see the signs of unresolved conflict, as they are able to balance the positive aspects of a conflict [6].




4.3. Conversational Commitments and Re-Commitments


Commitments are made in a common reality on the facts, and the collective work depends on the ability to create this reality and see commitments struck and actions executed [32]. In a conversation in which commitments are negotiated, the notion that ‘who commits to do what, and when, and with which purpose and to satisfy whom’ should be made very clear as people generally operate within implicit parameters, something that can produce misunderstandings [13]. To this end, the leader has to define a clear direction to follow, removing all possible ambiguities of the process, and establishing, whenever needed, the roles and responsibilities, starting with one’s own responsibilities [6].



Conversational commitments affect the task —the coordination of the actions towards the attainment of the results desired—and the relationships—the creation of bonds of trust that allow the coordination of future actions—and the identity—acting with integrity and dignity. Integrity and trust are within the domain of evaluation and, as a result, stem from the observations of third parties [13]. The difficulties with conversational commitments can be dealt with via conversational re-commitments.




4.4. Productive Exposing and Questioning


Thinking is much faster than speaking, and therefore, it is impossible to reveal all that we think. A healthy practice to determine the circumstances in which the reasoning should be exposed to avoid both excesses, which might render a conversation infeasible, and scarcity, which prevents a specific point-of-view from being understood [13]. In most conversations, the parties in them are concerned with their points-of-view and do not care about that which the other is exposing, as they consider their opinion to be the sole truth and those of the other to be entirely useless. This is called non-productive exposing [13].



It should be pointed that both productive exposing and querying require the acknowledgment by the parties involved that they will never have all the relevant information, as it is impossible for someone to know what the other person thinks. Thus, in a conversational interaction, each party should be given the chance to express one’s inner states: thoughts, emotions, intentions, and so on [26].




4.5. Requests, Offers and Promises


A promise is a linguistic action where a person accepts the commitment to do something for another in the future and whose responsibility is that of the person that makes the undertaking. An offer is a promise with conditions for reciprocity, that is whoever accepts the offer also commits in some way. A request, in turn, is the situation where the person who asks tries to obtain a promise from the other [13]. However, not all promises are explicit, something that produces a problem where those involved may accept different promises, that is a party in it promises an ‘A’, whilst the other understands a ‘B’. To avoid this, it is necessary to create a common shared context that is seen by all of those involved. It is possible to see thus that promises depend on the context, and therefore, it is fundamental to listen and to understand well a given problem and its context, prior to making offers, requests or promises.





5. Research Methodology


The research methodology can be defined by four basic criteria, that is the nature, the approach to the problem, the purposes and the means for that. The methodology adopted in this work is applied research, as it seeks to generate knowledge for a practical application in the domain of the Control Body, especially to streamline the communication between the business and ICT areas. As regards tackling the issue, it is a quantitative one, as it seeks to quantify through an analysis of the questionnaire answers—an instrument based on [26], the gaps that exist between the importance and the command behaviors related to certain conversational competencies, based on the perception of the business and ICT managers, especially on the interactions between these areas.



As regards the purposes, this investigation is a descriptive one as it exposes the conversational competencies business and ICT managers have and shows the gaps such competencies have in the Body. As regards the means, it is field research, as it seeks to get, with the use of a questionnaire, the thoughts of the Body’s managers and a bibliographical one, necessary for its foundations, based on specialist literature.



5.1. Scenario


The Control Body is responsible for saving and recovering billions of Reais of taxpayer’s money every year back to the Treasury. In other organizations, it is possible to see that there is some noise in the communication between the ICT and the business areas, especially amongst their managers. The target group of this survey consists of 46 managers of the business area and 10 ICT managers of the Control Body. The data were obtained with the use of an electronic display system available to the internal staff of the Body.



This work considers as business managers those commissioned as external control officials and allocated with the external control units in headquarters and in state branches. Apart from these, the managers with the Joint-Office for Corporate Solutions and Systems at the Systems and Information Management of the Control Department were also asked to answer the questionnaire. As regards the ICT managers, two ICT officials with the ICT Solutions Office and with the ICT Infrastructure Office were invited, as well as the Directors and heads in the ICT area.




5.2. Survey Instrument


The instrument used in this survey is a questionnaire. It has three parts: Part 1, respondent profile; Part 2, questions about the behaviors found in each conversational competency; and Part 3, questions about the COBIT 5 framework. The respondent profile, Part 1, identifies the subject’s name and email address and requires mandatory data on gender, academic background and the area of the manager (business or ICT). Part 2 has questions related to behaviors in each conversational competency as listed by [13], namely: effective listening; conflict resolution; conversational commitments and re-commitments; productive exposing and questioning; and requests, offers and promises.



Two questions were added to the questionnaire, based on the first two goals/metrics of the process for relationship management—COBIT APO08 [19], to evaluate the relationship between the business and the ICT areas, as shown in Table 2.




5.3. Data Analysis Structure


For the data analysis task, we use the equation that weighs the scarcity ratio for a given competency and the respective relevance in the organizational context in which an individual is inserted [26]:   N = I ( 3 − D )  , where N is the gap between competencies; I, the degree of relevance of a given competency; and D for the level of command one has of such a competency. The questionnaire defines the following ratings:




	
Degree of relevance (I): 0, no relevance; 1, little relevance; 2, medium relevance; 3, high relevance;



	
Level of command (D): 0, no command; 1, little command; 2, medium command; 3, high command.








The categorization of the gaps as adopted for the analysis of the results is shown on Table 3.





6. Data Collection, Results and Analysis


We used the online Google Spreadsheets app for data collection and storage. The online questionnaire was available for 30 days and was forwarded to the institutional email address of each participant along with the first instructions to filling it out, as well as its respective access link.



Of the 56 managers invited to answer the questionnaire, 15 did so, 14 men and 1 woman. As regards the academic background of the respondent sample, most hold postgraduate degrees, 60% with specialization degrees and 13% with Master’s degrees, and 27% have just a degree. Most of them, 60% of the respondents, come from the business area, whilst the remaining 40% are ICT people.



The data collected was inserted in an Excel spreadsheet to calculate the gaps for each respondent. After that, the average was found for the gaps, along with the relevance and command of each behavior. With such figures in hand, it was possible to calculate the gaps for conversational competencies with the arithmetical average for individual gaps of each behavior. With the numbers for the gaps, they were categorized based on the categories shown in Table 3. The descriptive behaviors for each conversational competency produced 28 gaps (Na); apart from that, we also calculated and showed the mean and standard deviation for the degree of relevance, respectively Imand Dev(I), as well as the mean and standard deviation for the level of command, respectively Dmand Dev(D).



In Figure 1, it is possible to see that Behaviors 1, 3 and 4 had the highest relevance average (Im = 2.73), and the respective standard deviations related to the degree of relevance were the smallest (Dev(I) = 0.46); this points to the fact that these behaviors had the lowest dispersion. Behavior 6 had the smallest average in relation to the level of command (Dm = 1.60), that is it is the behavior that, on average, business and ICT managers command the least in the effective listening conversational competency.



As regards the (Na) gaps, Behaviors 1, 3 and 4 have a medium gap, whereas the other three behaviors have a high gap. We should point out Behavior 2, related to the verification of what was listened to, with the highest gap (Na = 2.73); this is, therefore, the behavior with the highest scarcity in the command-relevance relation for the effective listening competency. Table 4 presents the list of behaviors studied.



Figure 2 shows that Behaviors 8 and 9 had the highest average in relation to relevance (Im = 2.60). Behavior 10 had the smallest average in relation to the level of command (Dm = 1.73), that is it is the behavior that, on average, business and ICT managers command the least in the effective listening conversational competency.



As regards the (Na) gaps, according to the proposed ranking, Behavior 7 is the unique case that presents a medium gap, whereas the other four behaviors have a more significant gap. We should point out that Behavior 9 presents a conflict resolution, with the highest gap (Na = 2.87). That is, the behavior with the highest scarcity in the command-relevance relation for the conflict resolution competency.



In Figure 3, it is possible to see that Behaviors 13 and 14 have the highest average relevance (Im = 2.87), whereas Behavior 13 had the smallest standard deviation as regards the degree of relevance (Dev(I) = 0.35), showing that this behavior has the least dispersion. Behavior 16 had the smallest average in relation to the level of command (Dm = 1.80), that is it is the behavior that, on average, business and ICT managers command the least in the effective listening conversational competency. As regards the (Na) gaps, Behavior 14 was the only with a low gap, and Behaviors 12 and 13 displayed a medium gap, with Behaviors 15 and 16 having a high gap. We should point out Behavior 16, related to the verification of what was listened to, with the highest gap (Na = 2.93); this is, therefore, the behavior with the highest scarcity in the command-relevance relation for the effective listening competency.



In Figure 4, it is possible to see that Behaviors 17 and 14 have the highest average relevance (Im = 2.53), whereas Behavior 19 had the smallest standard deviation as regards the degree of relevance (Desv(I) = 0.64), showing that this behavior has the least dispersion. Behavior 20 had the smallest average in relation to the level of command (Dm = 1.80), that is it is the behavior that, on average, business and ICT managers command the least in the effective listening conversational competency.



As regards the (Na) gaps, Behavior 18 had a low gap, Behaviors 17 and 19 had a medium gap and the only high gap was that of Behavior 20, related to the exposing of weaknesses and doubts; and this is the highest gap (Na = 2.47). It therefore is the behavior with the highest scarcity in the command-relevance relation for the productive exposing competency.



In Figure 5, it is possible to see that Behavior 24 had the highest average for relevance (Im = 2.67) and had the smallest standard deviation as regards the degree of relevance (Dev(I) = 0.62), showing that this behavior has the least dispersion. Behavior 21 had the smallest average in relation to the level of command (Dm = 1.60), that is it is the behavior that, on average, business and ICT managers command the least in the effective listening conversational competency.



As regards the (Na) gaps, Behavior 23 had a medium gap, whereas the other three behaviors have a high gap. We should point out that Behavior 21, related to questioning whether what was said contributes to attaining an objective, had the highest gap (Na = 2.67); and is, therefore, the behavior with the highest scarcity in the command-relevance relation for the productive questioning competency.



In Figure 6, it is possible to see that Behaviors 25 and 27 had the highest average for relevance (Im = 2.80) and had the smallest standard deviation as regards the degree of relevance (Desv(I) = 0.41), showing that these behaviors have the least dispersion. Behavior 28 had the smallest average in relation to the level of command (Dm = 2.00), that is it is the behavior that, on average, business and ICT managers command the least in the requests, offers and promises conversational competency.



As regards the (Na) gaps, Behaviors 25 and 26 have a medium gap, whereas Behaviors 27 and 28 have a high gap. We should point out that Behavior 28, related to the verification of different interpretations of what was said, had the highest gap (Na = 2.40); this is, therefore, the behavior with the highest scarcity in the command-relevance relation for the requests, offers and promises competency. Based on the data provided above, we calculated the gaps for conversational competencies through an arithmetic average for the descriptive behavior gaps, for each competency, and the results obtained can be seen in Figure 7.



It is possible to see that the productive exposing and conversational competencies are rated as having a medium gap, whereas other competencies have a high gap. This result suggests that there is a need to streamline these competencies amongst the TCU’s business and ICT managers to see a more effective strategic alignment for ICT. We should point out that the productive questioning competency had the highest gap (Na = 2.22), followed by the conflict resolution (Na = 2.15) one. Of the questions related to COBIT 5, 80% of the business and ICT managers thought that the alignment of the services provided by the ICT area with the requirements of the business was good or excellent, as shown in Figure 8 below. Only 20% considered the alignment as average, and no one rated it as poor or very poor.



As regards the evaluation of the relationship that exists between the business and ICT areas, 67% considered it good or excellent, 33% rated it as average and no one rated it as poor or very poor, as shown in Figure 9.




7. Conclusions


Streamlining the conversational competencies produces an improvement of the strategic alignment between the business and the ICT areas, as it allows those in decision-making positions to express what they really think and ask in a manner to understand the positions taken by the others, as well as commit with the achievement of organizational objectives; as a result, the strategic planning of the organization will come from dialogue and not as an imposition from one area on the other.



However, we see much and serious noise in the communications—and in many institutions, between the business and ICT areas. This is partly due to a lack of conversational competencies amongst the managers of these areas. This work attempted to find what the perceptions are amongst managers in the business and ICT areas of the Control Body with the use of a questionnaire that described several behaviors related to certain conversational competencies, aiming at finding the gaps in conversational competencies that existed in this institution.



The research found that most of the descriptive behaviors in the conversational competencies studied have gaps, classified as medium or high. Behaviors rooted on the notions of “after the completion of a task (result, work) I check with those I committed with if the conditions for satisfaction they set were met” and “In conflict resolution I do/stimulate the following behavior... types” had the biggest gaps, where the first one is the descriptive behavior of the conversational commitments and re-commitments conversational competency and second one is that of the conflict resolution competency.



The present work found that the “I keep the behavior where I always resort to my will, my capability and the resources at hand in fulfillment of a commitment” and the “I admit, implicitly to myself or explicitly to the others that I may be wrong in exposing my thoughts” behaviors had a low gap.



This result indicates that, in the context of ICT governance, there is greater maturity amongst the managers as regards some behaviors related to those that take part in project management, as they are more concerned with the supplying of products and services, i.e., more worried about the management of ICT operations than about the performance and the transformation of ICT to meet present and future business demands.



As regards the conversational competencies, the conversational commitments and re-commitments and productive exposition were rated as having a medium gap, and the other four were rated as having a high gap. We should point out that the productive questioning competency had the highest gap (Na = 2.22), followed by the conflict resolution (Na = 2.15) competency.



As regards the COBIT 5 metrics, most of the managers evaluated the relationship between the business and ICT areas and the alignment of the ICT-provided services with the business requirements as good or excellent. However, in both questions, only 13% rated them as excellent, which, with the addition of gap analysis for the conversational competencies, shows that there is room for improvement of the conversational competencies of the Control Body managers.



It is also important to note that only one woman answered the questionnaire, that is 0.07% of the respondents. Apart from that, of those eligible to take part in the survey, only five were women (0.08%), which shows a meager female participation in the management of the Control Body. This can be one of the reasons for the gaps in conversational competency to be rated as medium or high, as women tend to be more careful in relationships.



As paths for future work, we recommend the creation of a survey instrument that allows the verification of the percentage of alignment of ICT services with the business requirements, in an objective way, as well as its application; the replication of this work with an enlargement of its scope to include all the collaborators in the business and ICT areas of the Control Body, as well as its replication to other bodies of the Brazilian Federal Administration.
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Figure 1. Effective listening. 
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Figure 2. Conflict resolution. 
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Figure 3. Conversational commitments and re-commitments. 
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Figure 4. Productive exposing. 
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Figure 5. Productive questioning. 






Figure 5. Productive questioning.



[image: Information 09 00166 g005]







[image: Information 09 00166 g006 550] 





Figure 6. Requests, offers and promises. 
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Figure 7. Conversational competency gaps. 
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Figure 8. Alignment of services provided by the ICT area with the requirements of the business. 
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Figure 9. Evaluation of the relationship between the business and ICT areas. 
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Table 1. Objectives and metrics APO008 [19].
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	Goal
	Metrics





	The strategies, plans and requirements of the business are well understood, documented and approved.
	The percentage of alignment of ICT services with the business requirements.



	There is a good relationship between the business and the ICT domains.
	Satisfaction poll ratings for ICT users and personnel.



	Business stakeholders are aware of the technology opportunities at hand.
	Surveys on the level of technology knowledge as held by the business stakeholders; rate of inclusion of technology opportunities in investment proposals.
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Table 2. Objectives and metrics APO008 [19].
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	ID
	Objectives
	Metrics
	Question





	29
	The strategies, plans and requirements of the business are well understood, documented and approved
	The percentage of alignment of ICT services with the business requirements
	How do you rate the alignment of the services provided by the ICT area with the requirements of the business?



	30
	There is a good relationship between the business and the ICT domains
	Satisfaction poll ratings for ICT users and personnel
	How do you rate the relationship between the business and ICT areas?
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Table 3. Gap categories and classes for behaviors [26].
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	Gap Class
	Gap Categories





	0
	Null Gap



	0–1
	Low Gap



	1–2
	Medium Gap



	2–4
	High Gap



	4–9
	Very High Gap
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Table 4. List of behaviors.






Table 4. List of behaviors.





	ID
	Behavior





	1
	In formal and informal meetings I understand that what I hear is influenced by my personal experiences, interests, opinions and possible prejudices. Because of that, I know there can be other equally legitimate “personal views” other than mine that should at least be respected.



	2
	At the end of a conversation, I usually check if what I hear is what the other person actually wanted to convey, when necessary.



	3
	When listening, I keep an attitude of interest, curiosity and/or attention to the words of the other.



	4
	When I listen I ready myself to accept the possibility that other ways of thinking or acting other than mine might exist.



	5
	When listening I seek to find interests and needs that were not clearly voiced, but that can be relevant.



	6
	When I listen I take my emotional state into consideration (happy, anxious, disappointed, etc.), as I know it can influence my listening.



	7
	When faced with a conflict situation I first try to analyze the emotional aspects of all those involved in it.



	8
	I recognize that some conflicts are actually produced by differences of tastes and opinions and for these the dissolving element is the respect for the other and an understanding that there is no “being right” but rather “my own notion of right” and “your notion of right”.



	9
	In conflict resolution I do and/or encourage the following behavior: (a) I start a conversation explaining to the other party my intention to resolve it; (b) I propose to listen; (c) if necessary, I make questions to better understand the position of the other; (d) I summarize one’s ideas to ascertain whether I got them correctly; (e) I ask if the other is pleased with my summary (f) In the end, I make my exposition, to show the other party the bases for my reasoning or for my actions.



	10
	After doing and stimulating without success the behavior described in the previous item an seeing that the conflict is about tastes, desires and opinions and that it is not an operating one, that is, it will not produce any material effect (making a decision, making a purchase, etc.), I propose the acceptance that there is a disagreement and close the conversation.



	11
	If the conflict is of the operating kind, I try to advance in the conversation with the goal of finding out the interests that lie behind the conflicting positions. In doing so, I seek to find basic interests, common to the parties involved, and try to build a more creative negotiation to resolve the initial conflicting position.



	12
	In a conversation where commitments are being negotiated I try to keep the question of “who commits to do what, when, and with which purpose and to satisfy whom” clear.



	13
	Prior to establishing a commitment I always to try to check if I have the capacity require to fulfill it.



	14
	I keep behavior where I always rely on my will, my capacity and resources at hand, to fulfill the commitment.



	15
	When I sense that a commitment is at risk of “not being performed” I immediately notify the “creditor” of the promise, apologize, and explain the reasons that changed the situation, and try to find ways to minimize the losses.



	16
	After the completion of a task (result, work) I check with those I committed to if the conditions for satisfaction they set were met.



	17
	I try to make it clear that the opinions, inferences and interpretations I offer are mine. Acknowledging that the ideas put forward are “what I think” and not the absolute truth (objective truth).



	18
	I implicitly admit to me or explicitly to the others that I may be wrong in expressing what I think.



	19
	I seek to provide the data my reasoning is based on, acknowledging, however, the possibility that there is other relevant data that has not been considered.



	20
	When I put the thoughts forward I also seek to show the possible weaknesses and doubts my ideas carry.



	21
	Following the exposing of an idea I make questions, when necessary, to try and find how what has been said can help attain the proposed objectives.



	22
	I try to make questions to try and find the observations and the data that support the reasoning of the other.



	23
	I usually ask the other party to illustrate one’s reasoning with concrete examples and cases to help me better understand the situation at hand.



	24
	I check if I have understood correctly the position of the other person, summing up the main points of the other person’s words



	25
	To make useful proposals or coherent requests I try to listen and properly grasp the issue and the context.



	26
	When making a request, I clearly voice the need for help, explaining what I want and what the conditions to meet are.



	27
	When making a request, I take precautions to find if the one who listened (the one that will attend to the request) correctly understood what I want.



	28
	Promises are always under the risk of interpretation. I may believe that I am promising ‘A’ whilst the other party took it for a ‘B’. To mitigate (reduce) this, I try to create a common shared context that is perceived by all of those involved.











© 2018 by the authors. Licensee MDPI, Basel, Switzerland. This article is an open access article distributed under the terms and conditions of the Creative Commons Attribution (CC BY) license (http://creativecommons.org/licenses/by/4.0/).
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