Strategic Business IT Alignment
In 2003, 44% of CFOs cited weak
alignment between IT and businessi
Altough some progress has been
observed since then, the general
situation has not changed considerably.
Business and IT are both getting more
specialized,
making
mutual
understading
increasingly
difficult.
Business is unable to specify precisely IT is unable to deliver.
Enterprise Architecture seeks to solve
the gordic.
t2b’s
Enterprise
Architecture
methodology puts Strategic Biz IT
Alignment at the beginning of the
architecture cycle.

Our senior consultants assist you to
assess your Alignment Level and setup
strategies to improve.

t2b EAM Methodology

Alignment is not a one-time event. Change is constant.
Goals of Strategic Alignment

One Business - Four Domains

Strategic Alignment leads on Management
Level to a consequent Alignment of
Business Strategy and IT Strategy, to
aligned
goals
and
corresponding
organisational changes. Strategic Business
Alignment bases on the assumption, that a
company's success is higher, the better
Business and IT are aligned.
But: is that easily measured and proven?

Business and IT are each split into an
external domain also referred to as Strategy
Domain and an internal domain also known
as Infrastructure Domain. For each domain
a specific set of questions needs to be
answered.

Solow’s productivity paradox2
Increased IT Investments do not directly
positively impact productivity or success of
an organization

Business Strategy Domain
• Scope: What business are you in?
• Competencies:What do you do well in
order to distinguish yourself from your
competitors?
• Governance: What external business
relationships do you depend on?
IT investments indirectly affect success via
support of effective organisational structure
and over mutual alignment of Business
Strategy and IT Strategy
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Business Infrastructure Domain
• Structure: Organizational structure
• Processes: What are your core business
processes?
• Skills: What kind of employees are
needed to accomplish the goals?
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Strategic Business IT Alignment
IT Strategy Domain
• Scope: What information technologies
support the business processes or create
strategic business opportunities?
• Competencies: What characteristics of IT
create business advantage?
• Governance: What external relationships
does
IT
depend
on
(outsourcing,
vendors, etc.)

Service level – providing IT Services

IT Infrastructure Domain
• Infrastructure: Hardware, Software,
Database, Networks
• Processes: Manage Applications
Domains, Solutions Development,
Maintenance, Operations
• Skills: What skills are required to
maintain architecture and execute the
processes?

This is a rather rare case in Switzerland.
Competitive Potential - IT Enables
Strategic Opportunities

Alignment perspectives
Depending on the organisations position in
the market, competitor situations, the
companys or its products maturity, different
alignment strategies yield best benefit. The
following are the four most common Biz IT
alignment approaches:
Strategy Execution – IT is an Expense
Business Strategy
is the driver of both
Business and IT
Infrastructures.
Priority
is
to
improve
business
processes, which places focus on changing
business infrastructure. IT focus is on
application development, driven by need to
support business infrastructure.
This is often seen in fast growing industries
with heavy change.
Technology Transformation - Business
Strategy Drives Need to Develop IT
Strategy
Assume: Business
strategy
and
infrastructure are
aligned.
IT
strategy needs to
define technologies
integral to business strategy. Focus is
aligning IT strategy and IT Infrastructure.
This is often seen in more stable
organizations which try to make IT a part of
their customer value.
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Information is a
core product
or
service.
Business
strategy and IT
strategy may be
aligned. Focus is to
enable business infrastructure by fitting IT
infrastructure to IT strategy.

Assume:
IT
strategy
and
infrastructure are
aligned.
IT
strategy
is
necessary to build
distinctive
core
competency. Business infrastructure needs
to evolve to fit new business opportunities
enabled by IT.
This is often seen when companies add
ebusiness.
The differentiation of external(strategy) and
internal (infrastrcture) domains help to
understand the strength and weaknesses in
each domain and relationships across
domains. Executives have different roles
and responsibilities in each domain.
There is no best alignment perspective. If
there was, would the strategic benefit be
sustainable?
Important is, that alignment is a defined
and planned process and that the focus
changes as strategies evolve.
Alignment Maturity Assessment
To improve your organisations Alignment
you need to know where you start. The
maturity assessment delivers the current
status and serves as a base for discussions.
The goal
is
to
reach
a
common
understanding of the situation and then
derive coordinated actions.
Jerry Luftman’s Maturity Assessment Model
(SAM) is a widely accepted method to
identify the current maturity level using a
CMM-like maturity scale and six alignment
dimensions.
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Strategic Business IT Alignment
Communications: Effective exchange of
ideas and a clear understanding of what it
takes to ensure successful strategies are
high on the list of enablers and inhibitors to
strategic alignment.
Competency & Value management: Too
many IT organizations cannot demonstrate
their value to the business in terms that the
business understands. Frequently, business
and IT metrics of ’value’ differ. A balanced
‘dashboard’ that demonstrates the value of
IT in terms of contribution to the business is
needed.

Capability Maturity Model (CMM) 3
Definition: The CMM is a model of the
maturity of the capabilities of business
processes.
Here, we use it to describe the maturity of
the business processes for aligning business
and IT on a strategic level.
The model identifies five levels of process
maturity for an organization from level 1
(Initial) to level 5 (optimizing)

Governance: Ensuring that the appropriate
business and IT participants formally
discuss and review the priorities and
allocation of IT resources is among the most
important enablers/inhibitors of alignment.
This decision-making rules and authority
needs to be clearly defined.
Partnership: The relationship that exists
between the business and IT organizations
is another criterion that ranks high among
the enablers and inhibitors. Giving the IT
representitives the opportunity to have an
equal role in defining business strategies is
obviously important.
Scope and Architecture: This set of
criteria assesses information technology
maturity of the company. It measures the
extent to which IT is able to:
•

•

•
•

go
beyond
supporting
internal
organizations by integrating external
business partners
assume a role supporting a flexible
infrastructure that is transparent to all
business partners and customers
evaluate
and
apply
emerging
technologies effectively
provide
solutions
customizable
to
customer needs

Skills: These criteria include all of the
human resource considerations for the
organization. Going beyond the traditional
considerations such as training, salary,
performance feedback, and career
opportunities, are factors that include the
organization’s cultural and social
environment.
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Source: IBM

1.
2.
3.
4.
5.

Initial (chaotic, ad hoc, heroic) the starting point for use
of a new process.
Repeatable (project management, process discipline) the
process is used repeatedly.
Defined
(institutionalized)
the
process
is
defined/confirmed as a standard business process.
Managed
(quantified)
process
management
and
measurement takes place.
Optimising (process improvement) process management
includes deliberate process optimization/improvement.

Assessment Process
Alignment is a process which ultimately
leads the organization to the desired CMM
Level
You start by evaluating and documenting
your baseline. The maturity assessment
delivers the current status and serves base
for discussions. For strategic Alignment, you
want to talk to strategic people (C-Level) in
your organizsation.
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Strategic Business IT Alignment
(Re-)
Evaluate
Projects
Initiatives

Understand

the desired level of alignment. Measuring
the progress by doing another assessment
closes the loop and starts the next cycle.
The interval between evaluations lies ideally
between twelve to fifteen month.
Key success Factors

Derive
Actions

Workshops

Strategic business IT aligment can show
benefits quickly, if the approach is chosen
wisely.

Discussions

•

Win
Top
Management
as
the
sponsor ... and let the CEO send the
Announcement to the contributors

•

Be very careful when formulating
the Questions and the Answers
...You only have one chance!

•

Find two or three results that
surprise the management and let
them discuss ... You will be surprised
about the momentum that generates!

A good means to quickly gain insight is
conducing a survey or doing one-to-one
interviews.
In the second phase, focus on analyzing the
answers and find key issues to concentrate
on in the following workshop with the
participants.
The workshops goals are to reach a mutual
understanding of the outcome of the
survey, agree on a actual and the desired
maturity level. Desired maturity levels may
differ for each of the six dimensions
depending on the organisations needs and
challenges. This process may seem simple
but can sometimes be very challenging. Just
think of who participated in the survey.

t2b’s Offer
Strategic Alignment is part of t2b’s
Enterprise Architecture Methodology (see
separate Flyer). Strategic Alignment helps
you to get your Management to talk about
and understand Enterprise Architecture.
t2b’s senior consultants offer you a wide
experience in various industries and
environments. Let our CEO talk to yours on
eye level and our technical specialists to
yours.

highlighting differences between Business and IT perception

The discussion of the results will then help
to establish Projects and Initiatives to reach
i

Ask t2b!
info@t2b.ch

research, funded by Novell Inc., is based on responses from 50 senior finance executives worldwide
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Glossar

The productivity paradox (also known as the Solow paradox or sometimes the Solow computer paradox) is the theory that computers have contributed
• Business-IT-Alignment summarizes the companywide effort to Optimize the Cooperation and Partnership
negligibly to productivity, and is often summarized with Robert Solow's 1987 quip, "You can see the computer age everywhere but in the productivity statistics.
between
and“discrepancy
IT
The paradox
has beenBusiness
defined as the
between measures of investment in information technology and measures of output at the national level.
3
Source:
Wikipedia
• Architecture
Alignment is the fit between

•

•
•

• business and IT strategy
• organizational- and IT processes resp structures
Strategic Business-IT-Alignment leads on a Management Level to a consequent Alignment of Business
Strategy and IT Strategy, to aligned Goals and corresponding organisational Changes. Strategic Business
Alignment bases on the assumption, that a company's success is higher, the better Business and IT are
aligned.
The Strategic Alignment Model (SAM) provides a Framework to assess the Alignment using scientific
methods and derive actions to bring both, Business and IT, to a higher level of Alignment Maturity
The Strategic Alignment Maturity Assessment provides a vehicle to evaluate where an organization is
and where it needs to go to attain and sustain business-IT alignment. The careful assessment of a firm’s
alignment maturity is an important step in identifying the specific actions necessary to ensure IT is being
used to appropriately enable or drive the business strategy..
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