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Abstract. Inthe current scenario of digital transformation, understand-
ing the interaction between the areas of business and software architec-
ture is essential for delivering successful projects. This research aims to
elucidate perceptions related to both domains, thus seeking a more effi-
cient collaboration in the context of agile software development projects.
Based on a qualitative research method, we conducted semi-structured
interviews with product owners and software architects. The collected
data were analyzed using Thematic Analysis to discover patterns and
themes regarding the perceptions of the interviewed professionals. We
found out that business areas often have a limited understanding of
the technical complexities involved in software architecture, while soft-
ware architects sometimes have no knowledge about business develop-
ment plans. However, a continuous iteration process, supported by proper
communication channels, could drive better project results. The study
also revealed the potential for a proactive, integrated approach to archi-
tecture, focusing on continuous education and team alignment. Finally,
bridging the knowledge gap and fostering collaboration between the two
areas may lead to more efficient and effective software development pro-
cesses. Future research perspectives could reveal strategies that would
improve this collaboration or explore similar dynamics in different orga-
nizational contexts.

Keywords: Agility - Software Architecture - Agile Methodology -
Case Study - Thematic Analysis

1 Introduction

In the current scenario of software project development, the need for quick deliv-
ery and the ability to adapt to constant changes in business requirements are
key factors to deliver successful projects. The adoption of agile methodologies
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emerges as a response to this demand, thus promoting greater flexibility, collab-
oration, and continuous delivery of value [5]. However, while agile methodologies
focus on adaptability and customer interaction, software architecture remains a
complex technical aspect that can often be overlooked. This dichotomy between
agile adaptability and the need for a solid architecture may lead to misalign-
ments between the expectations of the business area and the software product
that has been developed [4].

The alignment between the expectations of the business area and the software
development project team is essential to ensure that the technological solution
that has been developed is in sync with the business goals [12]. This approach
not only enhances the chances of meeting the referred business requirements,
but also ensures that the software is efficient, scalable, and sustainable in the
long term [13]. Integrating the architecture team into the development process is
essential to guarantee that the software can evolve along with the ever-changing
demands of the business [6]. Through effective collaboration, the understanding
of business objectives becomes clear, and the software architecture team can
provide the necessary guidelines for a successful implementation [14]. The lack
of such alignment may result in solutions that fail to meet the needs of the
business, in addition to presenting technical challenges, thus affecting system
availability, performance, and maintenance [15].

This article aims to explore these potential misalignments, taking as a case
study the software project development environment of a large cooperative
financial system in Brazil - the software developed by the referred organiza-
tion employs agile development practices and is widely used throughout the
country. Thus, through this research, we aim to understand the nature of these
eventually existing discrepancies and offer insights that can help development
teams harmonize agile practices with the requirements demanded by software
architecture, thus ensuring that both walk side by side in favor of more aligned
and effective solutions. To investigate this phenomenon, we were guided by the
following research questions:

— RQ1: How does the business area perceive software architecture and what
relevance do they assign to the development of software projects?

— RQ2: What is the level of knowledge of the software architecture area in
relation to the application development plan?

— RQ3: How do the architecture and business teams perceive the iterations in
the development process of software projects?

In order to answer our above-mentioned research questions, we conducted ten
semi-structured interviews [1] with professionals who are currently working on
software development projects in the environment of the referred financial coop-
erative in Brazil. The study included five professionals who are currently working
in the business area and are responsible for stating the requirements that the
software must meet and five other professionals who work in the technology area
and are responsible for structuring the architecture that the software must follow
to be implemented. We then proceeded to an inductive thematic analysis [2,3]
of the interview transcripts.
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In this study, the results emerge as a deep reflection of the existing dynamics
between the areas of business and software architecture in contemporary orga-
nizations. Throughout the analysis, we were able to reveal distinct and some-
times conflicting insights about the role and relevance of software architecture
in the context of project development. Such findings throw light on areas of
misalignment and also identify potential for optimization in the collaborative
process between technical and business teams, thus suggesting an intrinsic need
for realignment in order to deliver more effective software solutions.

The contributions of this work go beyond the mere identification of these
dynamics, providing a practical road map to facilitate effective integration
between architecture and business teams. Based on the recommendations pro-
posed herein, this study acts as a guide for organizations seeking to strengthen
their collaborative approach, emphasizing the importance of mutual understand-
ing and aligned goals. The insights and strategies presented in this paper can
potentially serve as a reference point for organizations willing to align their
technical initiatives with their business strategies more effectively.

The article is structured as follows: Sect. 2 presents the Software Architecture
theme and its relevance in software projects. Section 3 contextualizes our research
by connecting it to similar studies on the subject. Section 4 details the method
and tools employed in our data collection and analysis. In Sect. 5 we present and
discuss what we found by analyzing the interactions between the referred areas
during project development. We come to a conclusion in Sect. 6, where we reflect
on our findings and point to possible directions for future research.

2 Software Architecture Relevance

Software architecture can be understood as the structure of a system, embodied
in its components, their relationships to each other and the environment, and
the principles governing its design and evolution. It establishes the fundamental
organization of a system in terms of its components and their interactions, and is
critical to determining software quality, performance, and longevity. The IEEE,
in its standard definition, describes software architecture as “the fundamental
structure of a system, which consists of software components, their externally
visible properties, and the relationships among them” [29].

Bass et al. [6] describe software architecture as the structure of a system that
includes software components, the relationship between these components, and
the properties of both elements. In this context, software architecture is more
than just the structure; it also defines how the components interact and how the
structure evolves over time.

According to Shaw and Garlan [21], software architecture is a discipline that
provides a structural point of view and provides techniques to help create highly
structured and modular systems.

The interaction between software architecture and non-functional require-
ments (NFRs) plays a crucial role in the software project development process.
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NFRs, such as performance, security, and reliability, significantly influence archi-
tectural decisions. Certain quality attributes hold pivotal importance in archi-
tectural design stages, due to their direct impact on the system’s structure and
design pattern choices. Additionally, proper categorization of NFRs is necessary
for effectively evaluating software architecture. Simultaneously, managing these
requirements in specific development contexts, like model-driven development,
underscores the need for a systematic approach from the outset. This integra-
tion fosters better conditions for the final architecture to align with stakeholders’
expectations and the system’s operational requirements [6,32,33].

In parallel, agile software development processes have gained prominence due
to their ability to provide value in an iterative and incremental way, prioritizing
collaboration and response to change. However, aligning architecture strictness
with the flexibility found in agile methods can be a challenge. Architectural
decisions often require early planning and consideration, while agile methods
value adaptation and continuous delivery. Thus, to achieve optimal balance, it
is vital that development and architecture teams collaborate closely and adjust
their processes and practices in order to align the benefits of robust architecture
with the agility of development processes [6].

In the organization studied, software architecture plays a leading role, which
is evidenced by the existence of a unit in the I'T sector consisting of professionals
specialized in this field with the purpose of satisfying the inherent needs of
software development projects. This unit actively collaborates with sectors vital
to IT such as security, infrastructure, and operations, so that solutions reach
adequate standards of security, availability, and robustness. This organization
generates solutions at a national scale, serving approximately 8 million users
who carry out financial transactions both in person at business units and via self-
service channels. It is also important to mention that the organization operates
in a highly regulated sector of the economy. Thus, its software projects are often
shaped by external influences, which include transactions that must adhere to
SLAs determined by regulatory bodies, for example.

In summary, software architecture provides a blueprint for the system, rep-
resenting its main properties and how they interact. It is the key artifact for
understanding any system’s large components and how they are orchestrated to
work together.

3 Related Works

Upon investigating the existing literature on the alignment between the business
and the software architecture areas as well as the impact of organizational mod-
els on agile development, several prominent works were identified. These works
provide a critical perspective on the challenges, solutions and trends associated
with this subject. Within the context of the research questions included in this
study, we can highlight the following works.

Rozanski and Woods [7] delve deeply into software architecture and the rela-
tionship with stakeholders; they don’t specifically focus on “the business per-
ception of software architecture” as an isolated topic. Instead, they provide a
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comprehensive approach to address the concerns of all stakeholders, including
but not limited to the business itself. The main focus of this work is to provide a
structured approach to software architecture and communicate this architecture
to stakeholders.

Garlan [20] in turn, discussed how software architectures often evolve in
response to external pressures. Market changes, new technologies, and the emer-
gence of competing standards may lead to unplanned adjustments in architec-
ture. This study highlights the importance of a flexible and adaptable architec-
ture to address these challenges.

Research by Dingsgyr et al. [§] highlighted that continuous collaboration and
frequent iterations are essential for agile development. They noticed that teams
that work closely together and review their processes regularly are more likely
to understand and implement requirements effectively, which results in higher-
quality software.

Kniberg and Ivarsson [18], in their famous white paper about the Spotify
model, described how guilds and other organizational structures can promote
collaboration and knowledge sharing. Their work provides robust evidence that
such frameworks can mitigate challenges that are commonly faced in software
development, especially those related to communication between technical and
business areas.

The study by Viviani et al. [31] highlights the critical management of NFRs in
software projects, emphasizing their propensity for change and late definition,
aspects often underestimated in software architecture planning. The research,
through responses from professionals with extensive experience, revealed that
NFRs undergo significant alterations, often late in the development cycle, high-
lighting a notable gap in the elicitation, validation, and management of these
requirements. This discovery underscores the pressing need for agile approaches
that can accommodate such uncertainties and changes, ensuring that the soft-
ware architecture maintains its integrity and relevance over time, considering
that the change and evolution of NFRs are inevitable in the software evolution
cycle.

The above-mentioned works highlight the complexity and importance of effec-
tive alignment between the business area and the technical teams. Proper inte-
gration and continuous communication are essential to ensure that the software
developed is aligned with the company’s goals and needs.

4 Research Method

To deepen the understanding of misalignments between the business area’s
expectations and the architectural solutions implemented in software projects
within the studied organization, a case study approach was chosen [17] with a
qualitative research method. Semi-structured interviews were used as the data
collection instrument [2,3] with professionals involved in the software develop-
ment process.
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Interviews. From May 2022 to July 2023, ten interviews were conducted with
professionals who work on software projects in the organization studied. Initially,
two interviews were carried out: one with a software architect and the other with
a product owner. A preliminary analysis of these data was carried out to deter-
mine whether they would be adequate to guide our research development. After
this initial assessment, the interviews continued. All sessions were conducted
online in Portuguese through video conference and lasted about 45 min each.

Participants. In order to assess the perception of professionals in the business
area and those responsible for software architecture, five professionals corre-
sponding to each profile were selected. The business professionals interviewed
were appointed by managers of business product areas and the IT professionals
- all software architects - were appointed by the manager responsible for the
software architecture area. After being assigned to participate in the research
by their respective managers, all were duly contacted, briefed on the issue under
study, and invited to voluntarily participate in the research. All the appointed
professionals agreed to participate and therefore the interview session was sched-
uled. Figurel details the interviewees’ qualifications. In the interview session,
which was recorded with prior authorization from the participants, previously
prepared questions were presented to the participants who then expressed their
perception about the issue raised.

Profile Quantity Gender Experience (Year)
Male Female <=2 >2<=4 | >4<=6 >6
Software Architect 5| 5 0 0 0 3 2
Product Owner 5 2 3] P 1 0 2

Fig. 1. Profile of the interviewees.

Research Ethics. During the recruitment process, participants were informed
about the purpose of the study, the content of the questions, and the affiliation
of the interviewer. In the organization studied, it is widely known that there are
professionals on their staff, people who take up a professional master’s degree
course which is encouraged by the organization itself. Aware of this condition,
participants agreed to participate in this study which can bring benefits to the
organization’s software development process. At the beginning of each interview,
the interviewer made sure to announce the purpose of the study and the anony-
mous nature of its content, in addition to explaining the dynamics of the inter-
view and obtaining verbal consent from the interviewee. Since the interviews
were conducted using Microsoft Teams', they were recorded with the partici-
pant’s consent and transcribed automatically by the tool itself during the course
of the interview, and the interviewee also viewed the content of the transcript.

! https://www.microsoft.com /pt-br/microsoft-teams /log-in.
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Data Analysis. To analyze these transcripts, we developed an inductive coding
scheme. Inductive coding was used to investigate the participants’ insight into the
software project development process in the organization studied - the aim was to
identify dysfunctions that would create a gap between what the user expects the
software to deliver throughout its development and how the project development
area prepares the software architecture to meet present and future requirements.
In this approach, themes emerge from the data, and codes are signed when
concepts become apparent in these data. This means that the researcher encodes
the data without trying to fit them into a pre-existing coding framework or their
own analytical biases [2].

To develop the analyses, the ATLAS.ti? software was used and the thematic
synthesis process proposed by Braun and Clarke [2] was followed. A researcher
began the analysis by carefully reading the transcripts and getting immersed
in the data. Subsequently, specific text segments were identified, labeled, and
transformed into initial codes. To ensure coding accuracy and cohesion, a random
selection of these codes was submitted to the research group for evaluation.
This allowed for a uniform understanding of the codes among the members.
The following step involved the conversion of these codes into themes, which
were subdivided into sub-themes and higher-order themes. The researcher then
thoroughly reviewed all themes and data, ensuring their congruence, which led
to the elaboration of a thematic map of the analysis. To add rigor to the process,
another researcher was introduced to reassess the codified texts and established
themes. The final structure of themes and sub-themes emerging from the analysis
can be viewed in Fig.2 - details and further discussion will be covered in the
subsequent section.

5 Results and Discussion

Upon carrying out semi-structured interviews, it was possible to identify key
patterns and themes related to the interaction dynamics between the business,
development, and software architecture teams in the context of project develop-
ment. The main findings have been organized into 5 themes, as follows:

5.1 Established Architectural Infrastructure

One of the main findings of this study refers to the existence of a well-established
reference architecture in the organization which, in general terms, is aligned with
the non-functional requirements of the various software developed and used in
the referred environment. This implies the existence of a pre-defined set of stan-
dards, principles, and components that are considered standard for the con-
struction and evolution of systems. Reference architecture serves as a blueprint,
ensuring that systems are consistent, interoperable, and aligned with organiza-
tional strategy. One of the interviewed architects made the following statement:

2 https://atlasti.com/.
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Fig. 2. Final thematic map.

“reference architecture would be a guide to good practices. Practices that must be
adopted as a norm. As a rule, they are drivers to be applied to business data”
[Architect-1].

We must emphasize the importance of reference architectures, as they provide
a solid foundation for development and help reduce costs by avoiding rework
and speeding up delivery by reusing previously validated components [6]. This
architecture may also help ensure regulatory or security standard compliance,
in addition to facilitating communication between teams as it creates a common
language and shared understanding regarding standard technical solutions [7].

We also identified that this reference architecture has a regular evolution
plan that seeks to provide modern solutions, compatible with what is offered
by the market, thus keeping the software ready to meet the referred business
requirements. Among the various reports on the maintenance of this reference
architecture, one of the architects stated: “We have an overall plan when it comes
to creating new components, not a specific architecture plan. There’s the creation
of new products and everything must be done in a new architectural design”
[Architect-5]. Shaw and Garlan [21] stated that as business needs and the tech-
nological scenario evolve, software architecture must be adjusted and reviewed
to continue meeting emerging requirements and challenges.

Another relevant matter about architecture maintenance identified in this
study refers to prospecting innovative technologies, as mentioned by one of
the interviewed architects, “Among its attributions, the architecture team must
prospect new technologies and bring them to the company and, in a way, make
them operational, so that these technologies can be used by the development
teams” [Architect-4]. Foote and Yoder [22] mention that evolution and inno-
vation are inseparable in the context of software development. By introducing
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innovative technologies, it is possible to address new challenges and optimize the
systems’ performance and efficiency.

Finally, we were able to verify that the architects’ statements showed that
they are committed to promoting continuous evolution, adopting good practices,
and incorporating innovations, which may be an indication of the organization’s
architectural maturity.

5.2 Engagement and Participation of the Architecture Area

Based on the statements given by the interviewees, it was possible to identify a
series of practices and challenges related to the engagement of the architecture
area in the development of software projects in the organization featured in this
study. These observations are in line with existing discussions in the literature
about the role of architecture in agile teams and the integration of architects in
development teams.

The participation of architects often begins when there are specific demands
that require technical assessments. This can be evidenced in the statement given
by one of the interviewed architects: “We need to assess if [this demand] will
have support. So what shall we do? Shall we have a chat about it? Let’s call
an alignment meeting to discuss some architectural pre-documentation aspects
related to software architecture” [Architect-1|. Figure 3 shows a representation of
the identified working model. Kruchten [23] argues that, in agile environments,
teams often find themselves in situations where architectural expertise becomes
vital, especially when new challenges arise.

2 % 9
Mo
- Software Architects Tl

@99 B @ 9o

dh &b 4 «h b g dh &b &

\ J L J \ J
[ [ |

Developmentteam 1 Developmentteam 2 Developmentteam 3

Fig. 3. A Separate Team of Software Architects Works with Multiple Development
Teams [30].

Another architect made the following comment: “a call comes in for us to
assess some data, for example, and that’s when we become aware of what is being
developed” [Architect-1]. Currently, architects are called upon mainly when spe-
cific architectural demands arise. This model may result in late design decisions
and possible rework if architectural considerations are not duly identified at the
beginning of the development cycle [6].
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As for an earlier performance of architects along with the development teams,
one of the interviewees made the following comment: “The software architecture’s
pre-documentation meeting does not exist. It all comes from the gut feeling of
the development team, really. So I would say that the software architecture docu-
mentation is the trigger for us to start being aware and acting together with the
team, but this informal approach with teams that have more expertise, as I men-
tioned before, may occur. This is what we must assess” [Architect-1]. A proactive
participation of architects throughout the whole development cycle may facil-
itate the early identification of architectural challenges, allowing for solutions
that are more knowledgeable and aligned with business needs and technical
constraints [9]. In addition, their constant presence may serve as an ongoing
education channel for the business team, helping them understand the role and
importance of software architecture in their projects.

In summary, the interaction between architects and development teams, as
observed in the above-mentioned statements, points to a need for greater inte-
gration and continuous collaboration. Practices observed in the organization
featured in this study, although in line with some published works, also suggest
that there are opportunities for a more systematic and continuous approach to
architectural engagement. Encouraging closer collaboration between business,
development, and architecture areas can not only improve the quality of the
delivered solutions but also promote a more harmonious working environment,
with fewer conflicts and misunderstandings [10].

5.3 Business Area’s Understanding and Views

In the agile development environment, the role of software architecture is often
underestimated or misunderstood, especially by business teams [11]. Evidence
of that could be identified in the organization studied, where the business team
has little clarity on what constitutes software architecture and how relevant this
component is to project delivery. This fact was evidenced by the speech of one of
the professionals in the business area, as highlighted below, about what software
architecture is: “I’ll tell you my understanding of it based on the little contact I've
had. I understand that they create a framework and from that framework, they
can build something there. I don’t know exactly what that is” [Product Owner-5|.

Another feature identified in the study is the absence of a structured, long-
term product development plan. In terms of evolution and innovation, responses
mentioned incremental deliveries. One of the respondents said: “On the product
itself, I don’t see much change for the next 5 years, as a form of business. It
basically depends on the Central Bank” [Product Owner-4]. The tendency to focus
on immediate needs and not anticipate changes over a long-term horizon may
lead to decisions that are not scalable or flexible [24]. The regulatory role of the
Central Bank, as mentioned by the interviewee, also highlights the importance
of considering external factors that may influence product decisions and their
development.

The observation that architectural adjustment often occurs in response to
significant incidents, as mentioned by one of the respondents - “It usually comes
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after an incident happens. After there’s been a lot of fuss over it...” [Architect-5]
- highlights an often delayed response to changing needs. This reactive type of
approach may lead to one-off solutions and possibly more costly and complex
refactoring operations in the future.

Guerra et al., in their study, present the idea of “architectural triggers”,
which are predefined events or conditions that indicate the need for architec-
tural reviews or adjustments [25]. These triggers can be seen as a proactive app-
roach, allowing teams to identify and respond to potential architectural issues
before they evolve into significant crises. By incorporating such triggers into the
development process, professionals can better anticipate and manage necessary
changes, ensuring that the software develops in a more controlled and sustainable
manner.

The above-mentioned observations suggest that there is a need for better
alignment and communication between the business and technical areas, ensuring
that the long-term implications of architectural decisions are well understood and
taken into consideration in the development of software projects.

5.4 Collaboration and Work Models

Collaboration and effective communication between different areas of software
engineering are critical to ensure that end products are robust, scalable, and
meet end-user needs. This collaboration is essential not only between individual
members of the software team but also between different teams and areas of
expertise [6]. The comment made by one of the interviewees - “Not just architec-
ture, but also infrastructure and tests should be part of my day-to-day business
development. Without silos. Today it’s not like that here. I think this [approach]
makes things very complicated” [Architect-1] - on the need for a daily collab-
oration reflects the opinion of many authors who suggest that integrated and
collaborative teams are more effective in delivering high-quality software [26].
Furthermore, the emergence and success of multidisciplinary team models, as
highlighted by another interviewee - “Why did they decide to break up and create
these cross-functional teams? Because now the success metric of that whole team,
that cross-functional team, happens to be the project, which in the end is what
matters to the client” [Architect-4] - resonate with the advantages perceived in
agile development and continuous integration. Figure 4 shows an image that
represents the above-mentioned work model. The agile method has become one
of the most adopted software development methodologies precisely because it
focuses on collaboration, continuous feedback, and adaptation to change [27].
Spotify’s model of squads and guilds, also mentioned by one of the intervie-
wees - “in addition to chapters, you can use the collaboration of other organi-
zations, like, you can organize the chapters, which is done between teams, but
you can also have tribes that are larger groups working on a similar business
pillar. So, there are still other organizations you can use to redeploy teams”
[Architect-4] - is a particularly successful adaptation of Agile and Lean princi-
ples. Not only does it bring together multidisciplinary teams (or “squads”) that
have autonomy and responsibility for delivery, but it also allows for effective
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Architect on developmentteam 1 Architect on developmentteam 2 Architect on developmentteam 3

Fig. 4. Each Development Team Has One Software Architect [30].

cross-communication through “guilds”, ensuring that knowledge is shared across
squads and that there is consistency where necessary [19].

Nevertheless, it is worth noting that while models such as Spotify’s may work
well for some organizations, a successful implementation of these models will
depend on the organization’s culture, structure, and goals. Thus, it is essential
that companies, such as the one studied in this case, carefully consider their
individual needs and contexts before adapting such practices [8].

5.5 Challenges and Opportunities

The role of software architecture in IT projects is crucial not only in terms of
technical decisions but also to ensure that the final solution is aligned with the
needs of the referred business. However, comments made by the interviewees have
highlighted some substantial challenges that must be assessed and addressed.

One of the product owners addressed a common problem in software projects
- “we end up finding it a bit hard to get the expected result. Sometimes when we
are talking to the professionals responsible for the requirement analysis process
or when we speak to the designer, we create [the product] in some way, and then,
when it comes to developing it, we end up finding many barriers in this regard”
[Product Owner-2| - in which there is a disconnect between the initial require-
ments, the proposed design and the actual deployment [28]. This often leads to
rework, project delays, and solutions that do not fully meet the expectations or
needs of the business. This lack of alignment emphasizes the importance of clear
and effective communication during every stage of the project, as well as the
need for a flexible architecture that can adapt to changes as they arise [6].

The observation made by another product owner who participated in the
interview suggests a need for greater integration and collaboration between soft-
ware architects and development teams - “We spend a lot of time thinking about
things like: Is this how we are going to create it? Shall we do it like this? No, but
it doesn’t have to be like this, or sometimes even developers have some ideas that
can make our processes a lot easier. It goes back and forth, multiple times because
I feel like there is this gap” [Product Owner-2]. As noted by Fairbanks [11], a
more proactive approach to architecture can lead to more robust and effective
solutions. Furthermore, this collaboration may serve as a means of sharing knowl-
edge and best practices, thus ensuring that everyone on the team is on the same
page.

Finally, the comment - “Teams, they work in different ways, which ends up
being a complicating factor when we have to deal with several products. We end
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up having to use different approaches with different teams and that ends up
complicating our day-to-day work” [Product Owner-1] - made by another product
owner who participated in the interview highlights the challenge of working
with multiple teams that may have different methodologies or work patterns.
Dingsgyr et al. [8] noted that the standardization of work methods may improve
the efficiency and quality of the developed software. However, it is essential to
recognize and respect differences between teams and find a balanced approach
that allows for flexibility while maintaining a certain level of standardization.

5.6 Validity Discussion

Case studies, especially within the context of software engineering research, face
several validity challenges. Runeson and Host [17] outline various threats to
validity in case studies, and these can be extrapolated and applied to the case
study carried out in this research, which used qualitative research with thematic
analysis. Examining the validity of our study in terms of internal, external,
construct validity and reliability, we offer the following considerations:

Internal validity is typically linked to studies aiming to establish causal rela-
tionships and elucidate specific conditions or problems [17]. Since our research
sought to understand misalignments in software development without emphasiz-
ing causal connections, we did not dwell on internal validity. External validity,
in turn, assesses whether findings can be generalized beyond the studied con-
texts. Our results come from a major Brazilian financial institution. To expand
the generalization of these insights, additional research in different industries or
regions based on more extensive samples is recommended.

Construct validity refers to the alignment of collected data with research
questions. In this scope, we prepared a questionnaire and tested it with a prod-
uct owner and a software architect. Subsequent analysis ensured that the data
properly covered the research topic. Moreover, we interviewed experienced pro-
fessionals from the studied organization, who were appointed by their respective
managers.

Lastly, reliability is linked to the objectivity of data analysis, regardless of
the researchers involved. At this stage, the first researcher established a case
study protocol to ensure consistency in the research methodology. The analysis
of the collected data was conducted by the first and second researchers, aiming
to ensure a comprehensive view of the software development process and its
potential to build an architecture that meets business demands. Consequently, a
third researcher reviewed the classifications carried out by the other researchers
in order to give them more objectivity and impartiality.

6 Conclusion

The present study aimed to deepen the understanding of the relationship
between the business area and software architecture in the context of project
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development. Through our investigations, we managed to identify that the per-
ception of the business area on software architecture is diverse - many see it as
a fundamental structure to build or adapt functionalities, while others have a
more limited view, focused on immediate deliveries (RQ1). This perception may
vary, but it reinforces the importance of clear and continuous communication
between teams in order to guarantee the effectiveness of the project.

When it comes to understanding software architecture in terms of application
evolution, we can see that there is an effort to keep up-to-date and aligned with
demands and changes in the business plan. However, it is challenging to keep in
sync, given the dynamic nature of businesses and the rapid changes in technology
(RQ2).

The perception of iterations in the development process revealed the need
for closer collaboration between the architecture and business teams. The intro-
duction of agile practices and collaborative models, such as those inspired by
Spotify, may be a promising way to improve this integration (RQ3). However,
continuous alignment and the formation of cross-functional teams are essential
factors to overcome the challenges identified in this study.

Finally, our study found that the software development process in the studied
organization is more exposed to misalignments between the expectations of the
business area and the developed solution. However, this fact does not imply that
the results of the delivered projects fail to meet expectations. Such a phenomenon
was not studied in this research. Still, it is important to point out that the
development and deployment processes, when not optimized, can lead to multiple
iterations, potential rework, and late delivery.

Our findings highlight the importance of mutual understanding between busi-
ness and software architecture areas, revealing knowledge gaps and friction points
in the context of development process iterations. By elucidating these chal-
lenges, the study offers insights for organizations to seek closer and more inte-
grated collaboration, thus promoting greater efficiency in project development.
This improved understanding may encourage targeted training, adjustments in
organizational models, and the introduction of appropriate collaboration tools,
thereby leading to heightened performance in both sectors.

We believe that the findings presented in this study may serve as a start-
ing point for future investigations and improvements in the field of software
engineering. In future studies, it may be beneficial to delve into practical strate-
gies to improve communication between the areas of business and architecture,
explore the impact of different organizational models on effective collaboration,
and investigate how tools and technology platforms can be used to facilitate
mutual understanding. Additionally, it would be of great value to analyze the
evolution of these interactions over time, considering the rapid changes in tech-
nology and business demands, as well as to deepen studies on continuous edu-
cation and alignment mechanisms between teams in agile environments.
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