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Abstract 
This paper presents survey and interview findings 

from 21 Senior IT and business executives in 15 

organizations including several Fortune 500 and 1000 

firms. Survey, interviews, and field observational 

techniques were used to characterize organizations as 
Operational, Strategic Resource, or Strategic Weapon 

profiles based on level of business/IT strategy 

alignment. Results indicate that strategic alignment 

occurs most frequently across industries and 

organizations at functional and team levels, followed 
by the business unit, and enterprise levels.  Our 

findings confirm studies that argue the continuing 

difficulty organizations experience in achieving 

enterprise alignment of IT and business strategy.  Our 

results also showed that knowledge management 

capabilities were the least used integrating enablers. 
Project management skills were identified as the most 

frequently used alignment resources, followed by 

change management, negotiation, political, 

innovation, and entrepreneurial capabilities. Reasons 

offered for these findings include: limited level of 

know-how by professionals, organizational structural 
and cultural barriers, and production pressures to use 

existing technologies.  Future research and practical 

suggestions for alignment are offered. 

1. Introduction 

Organizations that have been able to 

successfully integrate technology and business strategy 

have created significant business returns.  Information 

Technology (IT) has become an important enabler of 

business strategies in such areas of mass customization, 

competitive differentiation, quality improvements, and 

process automation and improvement [1].  Company 

officers that have aligned IT with business strategies 

argue that the integration was crucial to the firm’s 

survival and its success.  IT organizations have added 

value to a firm’s effectiveness by acting as change 

agents, focusing on business imperatives, and helping to 

achieve effectiveness and efficiency [2].  Research on 

IT/business strategy alignment has shown positive 

linkages among competitive strategy, information 

technology, and performance [3].  However, research is 

also needed that includes the first-hand experience and 

input of organizational decision makers who have 

identified IT/business strategy drivers and barriers.  

Finally, a practical framework for mapping an 

organization’s degree of IT/business strategy alignment 

is needed to help organizational managers and members 

plan integration strategies and tactics. [4] 

The purpose of this paper is threefold: (1) to 

survey executives across industries and organizations 

who have identified the benefits and drawbacks, drivers 

and barriers of integrating IT and business strategies in 

their organizations; (2) to identify three organizational 

alignment profiles with accompanying dimensions and 

processes showing the extent of IT/business strategy 

integration.  Our primary aim here is to also present 

preliminary, practical methods that executives can use to 

determine the extent of alignment of their IT and 

business strategies at the enterprise level. 

2. Arguments and Studies Supporting 

Business and IT Strategy Alignment 

The alignment of business and IT strategies has 

been utilized by organizations to create and improve 

efficiencies, reduce costs, create barriers to entry, 

improve customer and buyer/supplier relationships, and 

to create new products and business solutions.  

Davenport has also called IT one of the prime enablers of 

change that has created “a new way of working.” He also 

stated that IT is also a constraint because of its 

limitations [14].  

Consequences of organizations that fail to 

strategically align IT and business strategies face 

increasing financial and opportunity costs. Failure to 
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align business strategy with IT results in the following 

mishaps [6]: 

• Inability to invest IT dollars wisely and to create 

mechanisms for investment and funding 

• Inability to gain credibility with the business and 

provide proactive rather than reactive services 

• Inability to attract, retain, and resource the 

appropriate skills 

• Inability to measure IT’s contribution to the 

business 

• Inability to communicate strategy to employees and 

link strategy to budgets [20]. 

Organizations that have successfully aligned IT 

and business strategies on average pay 17% less on IT 

per user than those who fail to align [8].   

3.1 Role Shifts 

Aligning IT and business strategies creates new 

roles for IT and business leaders and staff. Four critical 

roles in this arena include: (1) political and cultural 

negotiators; (2) business problem-solvers; (3) project 

sellers (including the ability to identify and explain 

cost/benefits of IT offerings; and, (4) interpersonal and 

cross-functional communicators [7]. 

Since the 1970s the topic of business and IT 

alignment and executive roles has been well researched 

[16].  Major reasons for alignment failure as related to 

executive roles include: the inability to maintain internal 

and external business/IT relationships, failure to 

implement change, lack of senior management support, 

and a culture that refuses to shift [13]. 

Luftman applied Henderson and 

Venkatraman’s strategic alignment model [14] by 

modifying it into twelve components of alignment.  The 

components include business scope, distinctive 

competencies, business governance, administrative 

structure, business processes, skills, technology scope, 

systemic competencies, IT governance, architecture, 

technology processes, and skills. Studies have drawn a 

direct correlation between the two enablers and 

inhibitors. Analysis of the research data in figure 1 shows 

that the six most important enablers and inhibitors [16, 7] 

in rank order are: 

ENABLERS INHIBITORS 

Senior executive support for 

IT 

IT/business lack close 

relationships 

IT involved in strategy 

development 

IT does not prioritize 

well 

IT understands the business IT fails to meet 

commitments 

Business – IT partnership IT does not understand 

business 

Well-prioritized IT projects Senior executives do 

not support IT 

IT demonstrates leadership IT management lacks 

leadership 

Figure 1: IT/Business Strategy Alignment – Enablers 

and Inhibitors 

It is interesting to note that several key areas such as 

senior executive support and the ability to understand the 

business can be either enablers and/ or inhibitors of 

alignment.  Managing complexity and paradox appear to 

be key dimensions of executive and managerial 

alignment roles and competencies. 

3.2 Organizing and Using Information: the 

Competitive Business Advantage 

Customers are now seeking more information 

from a company’s sales and support cycles than ever 

before [8].  Broadbent argues nine features that serve as 

information-based advantage for companies over their 

competitors [9], 

1. Strong well-established planning approach which 

involved staff at all levels 

2. Strategic processes which were well documented 

3. A consensus between senior managers and IT 

managers 

4. A concern for information content 

5. Alignment of IT with organization infrastructure 

6. Maximum interaction between IT and business 

managers 

7. IT literate business managers 

8. Business literate IT managers 

9. Information provided in an effective, efficient, and 

productive manner is one of the key areas that a 

business organization looks to IT to deliver. 

4. An Organizing Alignment Framework 

Using the above success factors, we adapted Daft’s 

[10] model that views the evolution of IT/organizational 

alignment along two axes: (1) management level (using a 

spectrum from operational, programming to top level, 

strategy, non-programmed planning) and (2) system 

complexity (using a spectrum from low to high). The 
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three evolutionary profiles Daft presented began with an 

“Operations” profile (in which transaction processing 

systems and data warehousing were used). The next 

evolved profile is “Business Resources” (in which 

management information, decision support, and 

executive information systems are installed)., Finally 

moved to the stage and profile  of “Strategic Weapon” 

(in which a company internally uses networks, intranets, 

and enterprise resource planning; and, externally, used 

extranets, e-commerce, and network structures to gain 

strategic competitive advantage through the use of 

technology).   

 Figure 2 below shows our modification of 

Daft’s framework. We include two axes: (1) the level of 

IT/business integration (instead of Daft’s management 

level), and, (2)  the value of IT to business strategy and 

operations--as perceived and demonstrated by 

executives—instead of Daft’s reference to system 

complexity.  Our three profiles (from lowest to highest 

alignment) include “Operation Resource,” “Strategic 

Resource,” and “Strategic Weapon.”  We did not assume 

that these three profiles were necessary evolutionary, as 

Daft hypothesized. An organization could choose which 

alignment profile to adopt depending on the 

organization’s size, capabilities, markets, and strategy. 

However, for organizations desiring to grow, compete, 

and move into world-class status, movement across the 

matrix from lower to highest alignment levels could be 

assumed.  

Dimensions and criteria that defined each profile are 

not as simple as Daft’s model depicted.  

Figure 2: IT/Business Alignment Value Matrix 

A more realistic illustration of IT/business 

alignment dimensions is shown in figure 3 below, [11] 

which show more realistic, detailed criteria used to help 

further classify organizations in our study.  (Selected 

executives from our sample survey reviewed and made 

alterations to figure 3 dimensions).  As can be seen from 

figure 3, the three main criteria for diagnosing and 

determining the level of alignment of an organization’s 

IT/business strategy include dimensions of the business 

strategy, organizational infrastructure and processes, and 

the IT strategy.  The diagnosis includes a combination of 

perceptions of professionals as well as observed 

organizational and technological capabilities, metrics, 

and processes.  
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5. Field Survey and Interviews: 

Methodology

To apply the modified framework, we 

constructed a three stage field study that included: first, 

identifying executives in companies, some of whom we 

had access to and could interview with follow-up 

discussions, and most of whom we did not know.  Before 

mailing the survey, we asked a sample of executives 

whom we did know to review figures 2 and 3.  We 

incorporated their feedback into the final versions.  

Secondly, surveys were mailed to 67 IT and business 

executives and high level project managers.  21 

responses of the 67 mailed were received.  The 

executives represent Fortune 1000 companies and other 

large organizations from varied industries.  Survey 

participants were both identified at random and selected 

based on our professional contacts.   

The survey was quantitative and qualitative in 

nature. Most questions could be answered on a scaled 

basis. [13] Third, Participants were then asked in follow 

phone and face-to-face meetings to elaborate and provide 

examples.  External resources based on industry experts 

along with a review of industry literature were also 

completed and used in order to gauge the validity of a 

participant’s response.   

Fifteen organizations in our results represent 

the following industries: Federal, State, and Local 

Government, Computing, Financial Services, 

Defense, Banking, University, and Manufacturing.  

Executives included CIOs and VPs of business and 

technology, services, and consulting.  Limitations of 

the study are based on the small size and nonrandom 

part of the sample.  Strengths of the study are based 

on our access to some of the highest-level technology 

and business executives and program managers in 

some of the most prestigious Fortune 500 firms. 

6. Results 

We initially asked respondents to evaluate their 

alignment of IT/business strategy of their organizations 

based on three organizational levels or tiers, i.e. 

enterprise (i.e. the entire organization), business unit or 

divisional level, and functional level (i.e. individual 

projects or teams) on the following scale; 1 = Poor, 2 = 

Inadequate, 3= Sufficient, 4 = Strong, and 5 = 

Extraordinary.  The purpose of this probe was to analyze 

the challenges and strategies at the various tiers that exist 

within an organization, and to determine the extent of 

alignment.   

Results indicated that the highest level of 

integration exists at the functional and project level.  

60% of respondents reported their organization has a 

strong or higher degree of alignment at this level.  This is 

not surprising because of the limited complexity and 

barriers to implement at this level.  A senior program 

manager reported “Alignment at this level was quite easy 

because we know our goals, our barriers, and can see 

immediate results.  But trying to push our alignment up 

the hierarchy or into other teams is quite difficult as they 

have their own ‘rules.  Teams work toward short terms 

goals. They can achieve immediate results and therefore 

have a great degree of flexibility on how they accomplish 

their task.”   

Nearly half of the respondents at the business 

unit and divisional levels rated their degree of alignment 

as “sufficient” at these levels.  Several organizations 

reported a significant disparity between business units 

that has resulted in conflict.  For example, a large 

financial institution has one business unit that is on the 

higher end of the alignment scale while the remainder of 

the organization is significantly lower.  The CIO of this 

organization reported “Yearly budget battles have 

become interesting.  Each business unit wants to 

maintain its own piece of the pie, but it has become a 

battle of who can justify its slice.  One has been able to 

do so better because of their direct tie in with business 

goals and has been rewarded so.”   This department has 

been able to use the higher in-flow of resources to 

capitalize on its expenditures; whereas, the remaining 

departments continue to become more unaligned to the 

larger organization’s strategic initiatives.   

The enterprise level results were mixed overall 

with most respondents considering their organization to 

have a sufficient level of integration.  One CIO reported 

that the failure to integrate at this level had led to 

difficulties in the rollout of a new system that required 

extensive communications with department executives in 

order to obtain “buy in” for the new system.  

We observed that it is often the case that 

alignment of IT with business strategy occurs at the CEO 

and CIO levels.  Half of the executives in our sample 

reported difficulty with the “how-to” alignment 

knowledge below the CEO/CIO levels.  Although our 

results indicate a greater degree of success at the lower 

functional and project levels, this has also led to “silos” 

of alignment which then result in overall organizational 

dis-alignment. For example, in one organization a 

business unit was able to significantly control the budget 

over other internal IT organizations because of its 

leaders’ insular political tactics.   

A CIO that reported a high degree of success 

on each tier utilized a business goal to roll-out his 

strategy.  Responding to difficult market conditions, the 

organization was able to lower its product margin and 

significantly increase its sales volume with an increased 

use of existing technology.  Cross-functional teams were 

created at each level to develop and implement the 
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strategy.  “It happened almost accidentally,” he said, 

“But the teams continue to work together, and the results 

have been significant.” This example, supported by 

studies cited earlier, indicate that alignment strategies 

should be articulated and supported at the top of the 

organization first, and then developed and implemented 

at lower level tiers (i.e. business unit, functional area, and 

team or project).   

Our results from this section of the survey 

indicated that a majority of organizational respondents 

perceived, believed, and experienced greater success of 

alignment at the project, functional and team levels, and 

“sufficient” alignment at the business, divisional unit and 

enterprise levels.  Lack of know-how, ease of aligning at 

lower levels, political and cultural barriers were cited for 

reasons why project and functional alignment are more 

prevalent than enterprise integration of IT with business 

strategies. 

6.1 Three Profiles of Alignment: Operations, Strategic 

Resources, or Strategic Weapon 

Observing figure 3, an IT organization that is 

classified as an Operational Resource is oriented toward 

an operational over a strategic approach and alignment 

with technology.  The organization provides a base of 

infrastructure-related services (email, file and print, basic 

informational intranet) that are straight-forward in 

function and nature.)   

Figure 3: Alignment Criteria and Dimensions

Alignment Diagnosis Operational 

Resource 

Strategic 

Resource 

Strategic 

Weapon
Metrics aligned with business metrics Rarely aligned Act upon ROI & 

cost 

Balanced scorecard 

Business / IT Liaison None or on an as 

needed basis 

For oversight and 

input 

Building 

relationships as 

partners 

Business perception of IT Utility cost Efficiency generator Partnership to create 

value 

B
u

si
n

es
s 

S
tr

a
te

g
y
 

Formal Business planning IT not included IT included on IT 

related areas 

Includes IT and 

partner participation 

Organization structure Centralized or 

decentralized 

Some cross-

functional projects 

Integrated into the 

organization, 

transparent line 

Perception of change Resistant Willing Proactive and 

embracing of 

O
rg

a
n

iz
a
ti

o
n

 

In
fr

a
st

ru
ct

u
re

 

&
 P

ro
ce

ss
es

 

Relationship/trust style Conflict and mistrust IT a service provider Partner 

IT Metrics Technical only ROI Balanced scorecard 

IT / Business Liaison None or as needed Facilitating 

knowledge transfer 

Building 

relationships as 

partners 

IT perception of Business Unaware of role in 

the business 

Embracing strategy Implementing 

strategy and mission 

Rationale for IT spending Reduce costs Process enabler Competitive 

advantage, profit 

Benchmarking Seldom May perform, but 

not act 

Routinely, and act 

upon results 

Primary systems Office automation Business process 

enabler 

Business strategy 

enabler 

Standards None, or not 

enforced 

Emerging across 

functions 

Implemented and 

coordinated with 

external partners 

IT
 S

tr
a
te

g
y

Innovative Discouraged Encouraged within 

function 

Encouraged 

internally and with 

partners and 

customers 
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Operational Resource Profile: Almost 20% of the 

participating organizations fell into the Operational 

Resource profile.  Most of the executives and project 

managers who responded from this profile agreed to their 

organizational “fit” with this profile. They also admitted 

it was not their choice or desire to be so categorized, and 

were currently in the process of developing a plan to 

rebuild the confidence of IT within their organization.  

Reasons offered for being in an operational resources 

profile included: leadership and culture of the 

organization were not ready or capable of transforming 

the enterprise; resources were lacking or could not be 

mobilized. 

Strategic Resource Profile: A significant majority (66% 

of respondents) of participating organizations classified 

themselves in a Strategic Resource profile.  Within this 

classification there was a significant break between the 

organizations that were striving to further their alignment 

versus those who are satisfied with this profile. Our 

interview results indicate that those who were satisfied 

with this profile may need more education and rewards 

regarding (movement to) the next level of alignment.   

Strategic Weapon Profile: Only 13% of the participating 

organizations fell into this classification. These 

organizations had placed a significant emphasis on their 

alignment, had achieved significant progress to date, and 

had literally changed the culture of their organization to 

enhance alignment among different organizational units.  

Technology was valued both as an enabler and part of 

strategies to gain competitive advantages identified at the 

outset of this paper. 

6.2 Moving to a Strategic Weapon Profile: 

Required Alignment Skill Sets

Those organizations attempting to evolve from 

a strategic resource to a strategic weapon profile require 

skill sets that go beyond the technical.  Only one 

organization on our survey responded that technical 

skills were critical to their organization.  We asked 

respondents to rate a set of skills from a predetermined 

list that would further their organization’s IT / business 

alignment on the following scale: 1 =Not at all, 2 = 

Rarely, 3 = Occasionally, 4 = Frequently, and 5 = All the 

time.  The results are as follows: 

SKILL RATING DEVIATION 

Innovator 3.27 0.70 

Entrepreneur 2.93 1.16 

Change Management 3.87 0.83 

Project Management 4.20 0.77 

Politician  3.40 1.40 

Negotiator 3.60 1.06 

Figure 4: Alignment Skills 

These results reflect our earlier findings that showed a 

functional and project level alignment orientation over 

enterprise and business unit integration of strategy and 

technology.  While all the above skills are necessary for 

strategic alignment, project management skills have been 

a critical element of IT implementation. At the same 

time, the prevalence of change management and 

negotiation skills reflect earlier cited studies that indicate 

a greater organizational role played by CIOs in 

particular.   

In discussions with respondents, we also found 

that more executives are placing a higher emphasis on 

advanced degrees (masters and MBAs) when hiring.  

This trend is a considerable shift from the 1990’s when 

organizations emphasized experience and technology 

certification over advanced skills and education.   

6.3 Integrating Mechanisms 

Survey results also indicated that knowledge 

management was least used to integrate IT and business 

strategies. Strategic planning with customers was used 

most, followed by strategy planning with partners, and a 

balanced metrics system.  We asked respondents to rate a 

set of mechanisms used to align their organization’s IT / 

Business strategy on a scale as follows: 1 = Not at all, 2 

= Rarely, 3 = Occasionally, 4 = Frequently, and 5 = All 

the time.  Figure 5 shows the survey results.   

SKILL RATIO DEVIATION 

Strategic planning with 

customers 

3.60 0.83 

Strategic planning with 

partners 

3.27 0.88 

Balanced metrics 3.13 1.30 

Knowledge Management 2.67 1.05 

Figure 5: Skill sets 

These results do not indicate excellence in 

enterprise expected alignment mechanisms from a 

strategic weapon or a strategic resource profile.  

However, the results do suggest that three of the four 

mechanisms used were considered important for 

IT/business strategy alignment.  It is surprising to 

observe the lack of use of knowledge management.  
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Clear 

Direction 
CommunicationCommitment 

Cross- 

functional 

integration 

•Clear strategy 

•Clear link 

between IT and 

organization 
strategy 

•Standards 

•Enterprise 

architecture

•CEO partnership 

•Executive sponsor 

for major projects 

•Mutual respect 

and trust 

•Every employee 

understands 

strategy 

•Clear expectations

•Feedback 

•Two-way 

•Utilize IT to attain 

goals 

•Encourage 

innovation 

•Cross train 

Business / IT Governance 

When we discussed this finding with participants, 

reasons offered for these results include:  “Some of our 

largest customers and accounts pay our salaries, it’s 

natural we would want to stay close to them.  It also 

makes our work easier.”  And, “We do use some data 

bases and technologies that are, I guess, considered 

‘knowledge management.’  But we’ve got more 

important information systems in place than some of 

those sold under that name [knowledge management].”  

These results may also indicate a functional area or even 

business unit “project management mindset” that 

believes what is known and knowable to a specific 

area(s) is sufficient. From our earlier reported findings, 

we found this reasoning operating in at least half of the 

organizations from our sample. Also, some knowledge 

management techniques may be used without calling 

them by this name.  Still there was unanimous belief 

from all respondents regarding the belief that the 

alignment of their business and technology strategies 

would improve their organization.

6.4 The Path to Alignment 

 While discussing this project with the 

participants it became clear that there is not one answer 

to this question that will work in all or even most cases.  

What we did find was that there were at least four 

common themes that were repeated by respondents who 

were more aligned at all levels of IT/business strategy:  

Clear direction, Commitment, Communication and 

Cross-functional Integration. These themes are “The four 

C’s,” referred to in figure 6.    

Clear direction is the development of a clear 

strategy for the entire organization into the near and 

distant future.  The IT and business strategy must be 

jointly developed and coordinated.  Many organizations 

have implemented a significant standardization program 

and have also developed a single enterprise architecture.   

Figure 6: Path to Alignment, the Four C’s 

One CIO reported that he began the process of 

development of the IT strategy after the organization had 

defined its business strategy.  Even though he solicited 

assistance from business managers, it was much more 

difficult to integrate the two strategies since the business 

strategy had already been defined without IT 

management input.  A year later, the CIO and IT senior 

management were included in the organizations strategy.   

 Commitment involves and requires the support 

of management at the highest level.  Participation of IT 

leaders in organization planning with business managers 

in IT planning must be part of this process.  Mutual 

respect and trust must be established for this integration 

to be implemented.  

One organization in our study reported that 

after a high number of failed projects, the CEO 

appointed a senior member of the management team to 

be engaged in every major project. Another successful 

initiative involved IT and business managers partnering 

with the CEO to ensure that each priority for the 
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organization had a clear IT and business strategy 

element.  This technique literally forced integration from 

the top. 

 Communication was a key word used by 

almost all of the respondents.  Communication was 

either referred to as a means to achieving IT/business 

strategy alignment success or a reason for its failure.  

Communication must begin with the clear outlining of 

expectations and what the organization intends to gain by 

alignment.  Communicating the strategy, goal, and 

expectations to business managers, and employees must 

then be systematically implemented.  A respondent in 

our study reported that this was the most important step 

for his organization.  IT had a direction and support of 

senior management, but little had been achieved towards 

successful alignment with the business’ strategy.  

Business managers rejected all attempts of alignment by 

the CIO, until a series of two-way communication 

channel discussions occurred between each business and 

IT manager.  Once the business executives clearly 

understood the IT organization’s reasons for seeking 

alignment, both parties became involved and shared risks 

in the alignment process.  

Cross-functional integration is one result of this 

alignment.  For an organization to succeed at IT/business 

strategy alignment, boundaries between functions must 

be intentionally blurred.  Employees must be encouraged 

to investigate the utilization of technology to create value 

and achieve the business strategy. 

 Finally, creation of an organization-wide 

governance structure must be created and implement for 

alignment to occur.  Creation of a core, cross-functional 

team to oversee the IT/business alignment function and 

development of an integrated strategy must be 

implemented.  Our research indicates that this type of a 

group is necessary to further overall alignment and 

rollout.  However, success of this recommendation 

depends on the group’s composition and location in the 

hierarchy.  One such arrangement from our study that 

was not as successful was composed of all IT 

management, who then reported their findings to the 

business managers.  The problem here was that the group 

became too focused on technical implementation issues 

and tended to stray from the business strategy.   

6.5 Challenges of Alignment 

 The alignment of IT and business strategies is a 

difficult challenge for an organization to achieve.  The 

culture must now embrace technology (rather than blame 

it), and look to IT as an enabler and integral part of the 

long-term success of the organization.  One CIO reported 

the ability to create trust was his most difficult task. He 

then had to organize monthly roundtable sessions with 

business managers to discuss their future plans.  Another 

executive in our study led an IT organization that had a 

reputation for being “slow to respond” to the 

organization’s needs.  In response, the CIO led an effort 

to utilize a customer satisfaction survey and worked to 

quickly eliminate the negative issues that were 

overwhelming the function’s reputation. These are 

examples of how an IT function was able to successfully 

change the organization’s culture to support further 

alignment. 

 Another challenge mentioned quite frequently 

related to an organization’s hierarchy or management 

structure. Although there has been a significant increase 

in the CIO’s role on the senior management team [18], 

one CIO in this study reported that her failure to obtain 

visibility within the organization caused a significant 

barrier to directly communicating with the business 

managers.  Organizations have also gone through 

considerable efforts to either completely centralize or 

decentralize their IT organizations.  In the case of a 

decentralized organization, it becomes a challenge to 

implement standards, enterprise architecture, build cross-

functional teams, and facilitate communication 

organization-wide.  Another common scenario we found 

that impeded alignment, was when IT employees are 

located in business units and were assigned dual 

reporting relationships to IT and business managers.  

This situation complicated the communication flow and 

impeded alignment process. 

 Many of the organizations in this study were 

global in reach an organizational design.  Management in 

these organizations repeated that it was quite difficult to 

share a common strategy and procedures because of the 

complexity of reach.  One senior executive said that her 

organization went to great lengths to break down the 

barriers of geographic separation by encouraging 

employees to participate on projects where the team 

makeup is global.  More continuous electronic 

communication occurred.  A global information and best 

practices exchange network followed which encouraged 

integration of resources. 

6.6 Challenges of Partnership 

Partnerships are based on relationships and 

most executives in our study agreed that alignment 

occurs most readily through informal and formal 

relationships, externally and internally. An external 

partnership should be treated as an internal partnership 

where communication, commitment, and clear direction 

are critical.  Both parties must be in agreement over each 

other’s expectations.  Cross- functional integration is 

becoming more common. Organizations now include 

suppliers and customers in their strategy development 

sessions.  It is, as one executive insisted in an interview, 

“a matter of understanding expectations.” 
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 One challenge identified by a business manager 

in our survey was the importance of intellectual property 

sharing with customers and suppliers.  Sharing such 

information can jeopardize the future of an organization 

in some cases, but if properly handled as a “trusted” 

partner, it can be of benefit to both sides.   

 Only 33% of the participants we surveyed 

reported that they extended metrics to their partners (e.g. 

suppliers and customers).  We believe this practice will 

increase significantly in the future as organizations gain 

the technology and interest in using their complete value 

chain.  We also found that it was more likely for an 

organization to include customers than vendors in their 

strategy planning.  A solid IT infrastructure that crosses 

organizational boundaries can be utilized to further 

enhance the relationship.  One organization in this study 

is in the process of establishing a common vendor portal 

that is personalized for each vendor and that will include 

information for developing proposals, reviewing vendor 

status, and offering detail standards for performing EDI 

and B2B transactions.  This portal will interface with the 

organization’s ERP system to create even more 

efficiency by providing a direct link to live data.   

6.7 Sustaining Alignment 

 Henderson states that no organization can ever 

achieve alignment as business and technology are always 

changing [22]. Alignment, however, is not a static state.  

We argue alignment occurs most readily when an 

environment is created based on the four C’s (clear 

definition, commitment, communication, and cross-

functional integration). Organizations must constantly 

reinvent themselves strategically and technologically. 

7. Conclusion 

This study indicated that all organizations 

reported “sufficient” alignment of IT with business 

strategy at business unit and enterprise levels, but higher 

alignment at functional and project team levels.  Since 

most of our respondents were CIOs and VPs, this finding 

did not suggest a lower organizational level bias.   It is a 

surprising result since several firms in our study 

represent leaders in their industries.  Reasons offered by 

respondents for this finding included: cultural and 

structural barriers, production and market pressures to 

show immediate performance.  Other findings in our 

study support the lack of enterprise alignment of 

IT/business:  e.g. knowledge management was reported 

to be the least used mechanism to integrate business and 

technology strategies; project management was the most 

used skill for integration; and our interviews indicated 

that a project, functional area “mindset” persists in most 

organizations—as compared to a more strategic, 

enterprise oriented view of the organization.   Since our 

study was based on a limited sample and did not include 

a wider range of professionals at mid and lower levels of 

organizations, a follow-up study is needed with a larger 

sample of organizations.   

 Practical lessons from this study indicate that 

for more effective strategic alignment to occur, the 

following recommendations should be considered: (1) 

Top level management teams must become and remain 

involved in communicating, illustrating, and reinforcing 

the value and results of IT/business alignment—using 

market, product, and other information results; (2) CIOs 

and VPs should also lead and be involved in educating as 

well as working with project level teams to educate, 

reinforce, and reward business unit/division and group 

efforts and results that align and implement IT/business 

enterprise strategy at their level of involvement.  

Enterprise executives who can model and reward the 4 

C’s discussed above in their alignment strategies may 

also make a difference in moving their organizations 

toward a Strategic Weapon profile.  Finally, using 

surveys and interview results such as this study might 

provide a “wake up” call and a basis for planning 

integration tactics for organizational teams at all levels. 
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