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ABSTRACT

The importance of Business-IT alignment has been well emphasized, and the topic has been a top management
concern for the past four decades. The current business environment demands in response to digitalization
have made Business-IT alignment even more challenging. We take on the challenge in this research by presenting
a comprehensive review of the domain of Business-IT alignment, based on a conceptual model which we pro-
pose, to facilitate future theoretical work. The review brought out multiple representations of the concept of
Business-IT alignment and the characterization of its antecedents, nature, and outcomes. Based on the treatment
of the domain in the extant literature, we chart out possible areas of future explorations. By doing so, this
research lays a foundation for continuing inquiry on Business-IT alignment and facilitating future theoretical

work.
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I . Introduction

For the last four decades, information technology
(IT) executives have recognized the importance of
Business-IT alignment towards addressing organ-
ization imperatives (Jonathan et al, 2020). In addition
to polls that consistently rate Business-IT alignment
as one of the key priorities for IT leaders (Kappelman
et al,, 2021), it is also one of the most researched
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subjects in the information management (IS) and
related realms (Benbya et al., 2019; Chan and Reich,
2007; Gerow et al,, 2016; Jonathan et al., 2020). The
academic community’s focus on the subject has mostly
been on determining how aligning business and IT
creates profit for businesses. On one hand, fostering
synergy between business and IT strategies has the
potential to maximise profitability and create a
long-term competitive edge (Baker et al, 2011).
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Failure to align, on the other hand, could result in
lost resources and failed IT programmes, resulting
in negative financial and operational outcomes (Chen,
2010; Mavengere et al,, 2020; Ravishankar et al, 2011).
Because of the pervasiveness of alignment and its
future consequences, professionals and academics
alike have regarded alignment as a top priority for
businesses (Chan and Reich, 2007; Ilmudeen et al.,
2019; Kappelman et al., 2021; Kappelman et al, 2013).

Despite such optimism around Business-IT align-
ment, achieving and sustaining Business-IT alignment
has never been easy since the proliferation of IT (e.g.
Jahnke, 2004; Shah, 2012). A report suggests that
48 percent of CIOs in US companies spent the majority
of their time trying to match their IT plans with overall
organizational goals (Kahre et al,, 2017). The new busi-
ness environment demands in relation to digitalization
have made it much more difficult (Daidj, 2019). Berman
(2012) describes digitalization as “a set of comple-
mentary activities-reshaping customer value proposi-
tions and transforming their operations using digital
technologies for greater customer interaction and
collaboration.” Digitalization and the resulting devel-
opments in the corporate world have a number of
consequences for how IT is interpreted, as well as
how procedures and systems are planned. In order
to embrace digitalization, several firms commit to re-
shaping their necessary activities and carrying out re-
configurations of various elements that affect
Business-IT alignment (Yeow et al., 2018). As organ-
izations grapple with becoming digital, the mod-
ifications of structures and processes without a thor-
ough analysis can actually prove detrimental.
Performance evaluations across various industries
show that different organizations create unique prob-
lems for those responsible for achieving alignment
goals (Dent, 2015). To this end, Chan and Reich (2007)
exhorts that alignment should be studied from the

field to know how it works and find methods to enhance
it. The associated tensions are imminent as some studies
also report undesired consequences. For example, some
inquiries have found aligned firms report no improve-
ment, or even a decline, in performance (ie., an align-
ment paradox) (Tallon and Kraemer, 2003). These stud-
ies suggest alignment can result in stagnation, strategic
inflexibility, and competitive disadvantage (Benbya and
McKelvey, 2006; Chen et al., 2010).

The proceeding discussions offer a preview of the
importance of the topic. We also recognize that the
new business environment or the “digital era” poses
new sets of challenges and can open up further oppor-
tunities for the domain to flourish. An appreciation
of these opportunities and challenges is key to further
theoretical advancements of the domain. Researchers
have also advocated for a paradigm change to under-
stand better how to meet the complexities of IT man-
agement in general and the problem of Business-IT
alignment in particular (Hinkelmann et al., 2016;
Kahre et al., 2017; Manfreda and Temberger, 2019;
Yeow et al, 2018). The existing reviews on Business-IT
alignment are either quite dated (e.g., Aversano et
al., 2012; Spésito et al., 2016; Ullah and Lai, 2013),
or have a different focus of the review (e.g, Jia et
al., 2018; Kurti t al., 2013; Njanka et al., 2021) and
hence do not consider the new possibilities facing
the digital era. Therefore, even though the literature
on Business-IT alignment research is extensive and
advanced, an up-to-date and systematic analysis of
the domain that incorporates recent advances and
trends will benefit future theoretical work. This is
especially important considering the possible benefits
of alignment and the ongoing practitioners’ interest.

Hence, in the manuscript, we offer a review of
the domain of Business-IT alignment. The work seeks
to achieve the following objectives: (1) to present

a review of the literature concerning Business-IT
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alignment, (2) to synthesize the findings of these stud-
ies, and (3) to chart out possible areas that could
be addressed in future research. Towards this, we
resort to a conceptual model for organizing the liter-
ature review. The findings based on the content analy-
sis of shortlisted papers reveal various facets of
Business-IT alignment pertaining to the notion, na-
ture and characteristics, antecedents, and outcome
of Business-IT alignment. Finally, based on the review,
we offer possible research trajectories concerning
Business-IT alignment to contribute new knowledge
and promote further theoretical development of the
domain. The work contributes to research by synthe-
sizing the developments around the key concepts un-
derlying Business-IT alignment research and can also
serve as a reference document for practice.

The paper is organized as follows: In the next section,
we present our conceptual model based on which we
have organized the literature on Business-IT
Alignment. We present our review method in the sub-
sequent section. The review results are described next
where we discuss the dominant themes along with
our observations related to the Business-IT Alignment
literature. Based on the findings from the review, the
following section outlines several future research
opportunities. In the final section, we provide a sum-
mary and implication of the presentation and also

acknowledge the limitations of the essay.

II. Conceptual Model

<Figure 1> presents the conceptual model based
on which we thematize the extant evidences. The
conceptual model hinges on the “process” under-
standing of alignment referring as “the act of aligning
-+ (Alignment, (n.d.)). The alignment is likely to
be influenced by several factors, representing the en-
ablers or drivers of alignment, which we regard as
the antecedents, some of which are the drivers of
Business-IT (BIT) alignment, while others pose as
challenges or barriers to Business-IT (BIT) alignment.
The dynamics of the antecedents (may) lead to the
(desired) alignment represented in a suitable form
and structure. Further, the alignment is likely to lead
to specific outcomes that can be recognized.

This perspective thereby acknowledges the ante-
cedents (enablers/drivers) influencing alignment,
which in turn is contributing to various outcomes.
It adopts a process viewpoint as the process of align-
ment is influenced by the relevant factors (posing
as the antecedents); further, the alignment process
also results in various outcomes of relevance.
Resorting to a similar “process” viewpoint has been
widespread, with multiple researchers from across
domains adopting it to anchor their research en-
deavours (e.g., Eriksson, 2014; Men and Tsai, 2013;
Nwankpa, 2015). Consequently, in Section 4, we use
this “process” understanding of connecting the ante-

cedents of Business-IT alignment to the outcomes

BIT
Antecedents

»

Realizing
Alignment

BIT
Outcomes

»

<Figure 1> Conceptual Model to Organize Literature Review
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to provide a review of the existing evidence on

Business-IT alignment literature.

[I. Review Method

We initiated our search for academic literature
on Business-IT Alignment based on queries in the
Google Scholar search engine. We resorted to the
keywords: ‘IT Alignment’, IS alignment’, ‘Strategic
Alignment’ in our search. The queries result gave us
an insight into the broad range of publications and
sources on the subject. Further, the number of records
returned by the query is enormous (around 5,95,000
results related to publication related to the Strategic
Alignment as on 2020). To narrow down, we shortlisted
the following databases for conducting the search:
Scopus (Elsevier) and ISI Web of Science (Thomson
Reuters). These databases were chosen because they
are multidisciplinary and provide access to a broad
variety of academic journals and publications. We speci-
fied the year range from 1985 to 2019 as the time
frame for the present study. The year 1985 was selected
as the starting point as it is commonly cited as the
year in which Business-IT Alignment became popular-
ized; competitive advantage of IT (Porter and Millar,
1985), coordination of IS plans and business plans
(Lederer and Mendelow, 1989), and MIT90s framework
(Morton, 1991) provide the basic foundation for the
future alignment research. The relevant studies for our
research were identified by executing the keyword-based
search query along with the other parameters (e.g.,
year range) in the search interface of the shortlisted
databases. Furthermore, we also checked other sources
like books, thesis, and websites whenever a specific
content referred to these sources (as obtained from
the citations) in relation to Business-IT alignment

concepts. We considered the inclusion and exclusion

criteria (<Table 1>) in our search, which resulted in
over 1000 hits. The papers returned by the search query
were manually screened for suitability. The screening
procedure included a manual review of titles and, if
appropriate, abstracts to determine if the article in ques-
tion addressed a Business-IT alignment problem. In
case the same was still not clear, we further analysed
the content of the published document in search of
evidence. This process led to a shortlisting of 112 con-
tents for full-text review.

During the review of the literature, we wanted to
gain an understanding of the dominant themes in
the publications. This was facilitated by using the con-
cept matrix approach (Webster and Watson, 2002).
This matrix approach of the literature review is a power-
ful and practical research tool that forms the initial
scaffolding to help researchers identify and segregate
concepts for those to be related meaningfully later on.
The general layout of a concept matrix is mostly straight-
forward, comprising concepts as the column headers
and the artide listing (ie., reference) as the row headers.
If a concept is discussed in a particular reference, a
tick is placed in the appropriate cell, enabling to visualize
and compare the occurrences of the concepts across
articles. We used a blank Excel file to develop the
concept matrix accordingly. The first author took the
leading role in reviewing the shortlisted papers and
constructing the concept matrix, which the second
author reviewed. The concept matrix was synthesized
at the end, leading to the dominant themes that charac-
terize our Business-IT alignment review. The overall

review process is summarized in <Table 1>.

IV. Review of Business-IT Alignment

Here we present the dominant themes related to

Business-IT literature as depicted in our conceptual
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<Table 1> Review Process Snapshot

Specifics

Details

Search Descriptors
(Search for published content based
on the criteria adopted)

Data Sources: Scopus (Elsevier) and ISI Web of Science (Thomson Reuters)
Keywords: ‘1T Alignment’, ‘IS alignment’, ‘Strategic Alignment’
Search Coverage Duration (Years): 1985 to 2019

Additional Sources Referred (based on citation evidence):
Books, Thesis, and Websites

Screening Criteria

(Screening conditions spectty the in-
clusion and exclusion basis and is
used to screen content returned
from the searching process)

No of Articles: Over 1000
(excluding duplicates)

Basis for Inclusion:

* The article has been written in English.

* The article is accessible and describes issues that are meaningful and intuitive to follow.

* The article has been cited by others unless it is a very recent article. We assume that a work
cited and used by others is a hint of its usefulness.

Contents Excluded:
Editorials, prefaces, summaries of articles and tutorials, seminar articles, workshops, and panels
and poster sessions.

Shortlisting Criteria
(Finalizing articles for full-text re-
view based on the appropriateness)

No of Articles: 112

Manual Inspection of

* Article Title

* Article Abstract

¢ Article Introduction and Conclusion and/or Relevant Sections

Analysis Approach

(For analyzing the shortlisted ar-
ticles towards identifying the rele-
vant concepts)

Content Analysis of Shortlisted Articles
(Use of concept matrix approach) (Webster and Watson, 2002)

Clustering Approach

(Concepts identified through con-
tent analysis clustered following the
conceptual model

Concepts identified from the shortlisted articles synthesized following the conceptual model:
* BIT Antecedents

* Realizing Alignment

* BIT Outcomes

model (<Figure 1>). We start with realizing alignment.
We then discuss the antecedents of Business-IT align-
ment, which is then followed by the outcomes of
Business-IT alignment.

4.1. Realizing Alignment

In this section, we review the literature to recognize
the concepts governing establishing Business-IT align-
ment in organizations. However, understanding the

dynamics is incomplete unless we have also appre-

ciated the phenomena and its development over time
and its associated characteristics. Accordingly, we first
revisit the notion and evolution of the concept of
Business-IT alignment, then explore its dimensions
and levels, before examining the Business-IT align-

ment-specific processes and artifacts.

4.1.1. Notion of Business-IT Alignment

Business-IT alignment is about efficient and pro-

ductive use of IT for business (Kohli and Grover,
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2008; Schryen, 2013). Alignment has been defined
and understood in the academic literature in several
ways. It has been defined using distinct terms as
‘matched with’, ‘in harmony with’, ‘complement each
other’, ‘contingent upon’, and ‘congruent with’ or
more simply as ‘aligned’, ‘fit, ‘support’, ‘integrated’,
‘synergy’, ‘fusion’, ‘linked’, or ‘co-aligned’ (Chan and
Reich, 2007; Coltman et al., 2015; J. Luftman, 2003a).
In <Table I> (Appendix), we provide a listing of
the predominant understanding of alignment as docu-
mented in the academic literature. <Table I> listing
clearly shows that the concept of Business-IT align-
ment has multiple representations thereby also imply-
ing that not one definition has been able to fully
encapsulate the underlying concept of Business-IT
alignment. The definitions show that the concept of
alignment is both nebulous and ambiguous (Chan
et al., 1997; Maes et al., 2000). Coltman et al. (2015)
admit that none of the terms previously mentioned
really have explicit ways to translate to operational
action or measures. This further suggests that
Business-IT alignment has been mostly perceived
based on the context it is viewed from.

4.1.2. Historical Development of Business-IT
Alignment

The concept of alignment originated from a body
of theoretical and empirical work within business
organization literature whose primary proposition is
that organizational performance is the result of rela-
tionships between business and IS (Alfadhel et al,
2019). The early approaches towards Business-IT
alignment were ad hoc, given the level of displeasure
in business organizations regarding their viewpoint
on IS departments. However, over time, the im-
portance of maintaining relationships among business

and IS departments, linking the communication gap,

aligning structure, and improving information system
trust within a business organization was recognized
and have become an importance preference for organ-
ization CIOs and CEOs.

The idea of alignment emerged in the early 1970’s
(Luftman et al, 1993), with three phases visible during
the evolution (Silvius and Gijsbert, 2013). The first
phase comprises of the era of information system
planning (ISP), a term used for the early methods
of implementing a structured planning process for
IT investments and projects. These methods were
developed in the 1970’s and early 1980’s when IT
was in its nascent stage. In ISP, the alignment was
one-sided ie., IT followed business. The second phase,
characterized as the era of strategic information sys-
tem planning (SISP), evolved in the 1980’s had two
defining aspects; aligning investment in IT with busi-
ness goals and exploiting IT for competitive advantage.
In SISP, the alignment was two sided ie., IT and
business followed and complemented each other. This
phase is often regarded as the beginning of strategic
IT alignment. It saw the emergence of research on
strategic IT alignment with the ‘MIT90’s” (Management
In The 90’s) programme, which added to the MIT90’s
Framework with the aim of investigating IT-led organ-
isational change (Coltman et al.,, 2015). The third
phase, evolved in the 1990’s, provided new solution
to the challenge of aligning IT solutions to business
requirements and opportunities. This era, initiated
by the Strategic Alignment Model (Henderson and
Venkatraman, 1993), developed from the MIT90s
Framework, was immediately embraced for mutual
shaping of business plan and operations on one hand,
and IT/IS plans and operation on the other (Chan
and Reich, 2007).

This era continued well into the new millennium
that saw extensive research and application of
Business-IT alignment and its related facets leading

400 Asia Pacific Journal of Information Systems
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towards a maturity of the domain. The current era,
also termed as the “digital age”, is witnessing the
impact of digital technologies in every spectrum of
business and society. As ongoing developments postu-
late a convergence between business and IT strategies
as a necessity for innovation and staying competitive,
this phenomenon has the potential to cause a para-
digm shift in how business and IT alignment is viewed
(Kahre et al., 2017). We can conclude from this evolu-
tion that over time, the domain of Business-IT align-
ment gained maturity with the focus shifting from
the initial IT planning to IT planning and execution
encompassing all the aspects of IT and organizational
activities, and moving forward might witness some
paradigm shifts in response to the emerging situations.

4.1.3. Dimensions of Business-IT Alignment

Dimensions point to the reference point from
which the researchers look at the process of alignment.
Literature records various dimensions of alignment
such as Strategic or Intellectual, Structural, Social,
Cultural, and Human (Chan and Reich, 2007;
Schlosser et al., 2012; Ullah and Lai, 2013). The
Strategic or Intellectual dimension views alignment
as the extent to which the business strategy and the
IT strategy are in sync with one another. Reich and
Benbasat (2000) explain intellectual alignment in
terms of “:+- the state in which a high-quality set
of inter-related IT and business plans exist’ (pp. 82).
The Structural dimension views alignment as the de-
gree of structural fit between IT and the business
with the goal to achieve a congruence between IT
and business structure aiming to support organiza-
tional objectives (Chan and Reich, 2007). The Social
dimension of strategic alignment has been defined
as “:++ the state in which business and IT executives

within an organizational unit understand and are com-

mitted to the business and IT mission, objectives,
and plans’ (Reich and Benbasat, 1996, pp. 58). The
collaboration between business staff and IT personnel
across the organization is essential for the alignment
(Chan and Reich, 2007). The Cultural dimension high-
lights the importance of organizational culture in IT
alignment. Successful IS planning requires cultural
fit between business and IT, and needs to be aligned
with the cultural elements such as the business plan-
ning style and the top management communication
style (Silvius et al., 2009; Silvius et al., 2010). Finally,
the human dimension is concerned with distinct at-
tributes of individual persons, meaning, e.g., skills,
knowledge, leadership, and behaviour (Schlosser et
al., 2012). In terms of alignment, it is important to
see if IT employees have the ‘right’ skills and knowl-
edge to solve business problems by developing appro-
priate IT platforms, applications, etc., and the business
staffs are skilled to effectively use the information

systems in place (Schlosser et al., 2012).
4.1.4. Levels of Business-IT Alignment

Alignment within an organization is required at
all levels, including the organizational level, system
level (Campbell, 2005; Floyd and Woolridge, 1990),
project level (Jenkin and Chan, 2006), and the in-
dividual/cognitive level (Tan and Gallupe, 2006). The
absence of that at any level can result in system im-
plementation difficulties (Floyd and Woolridge 1990).
Formal strategies are often only implemented at the
upper organizational levels. Alignment at the lower
strata involves translating business unit goals into
personal goals (Campbell, 2005).

In recognition of this, Bleistein et al. (2006) link
higher level strategic goals to lower level, explicit or-
ganizational processes to allow verifying alignments

with super-ordinate goals and subordinate goals,
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Jenkin and Chan (2006) examine alignment at the
project level, interpreting it as the degree to which
an IT project’s deliverables are congruent with the
organization’s IT strategy and the project’s objectives.
Tan and Gallupe (2006), drawing parallelism with
the social dimension of alignment, operationalize
alignment, at its most micro-level, as shared cognition
between the business and IT executives. That is, the
higher the level of cognitive commonality between
business and IT executives, the higher the levels of
Business-IT alignment. This also reflects a view of
Business-IT alignment in which IT mirrors the on-

going business activities.

4.1.5. Business-IT Alignment Processes and
Artifacts

Two dichotomies on Business-IT alignment can
be identified from the literature: alignment at the
process-level or at the firm-level, and alignment as
a process or as an end-state (i.e., outcome) (Baets,
1996; Ullah and Lai, 2013; Xiang et al, 2008).
Concerning process-level and firm-level analysis, the
unit of analysis in alignment debates seems to favour
the conceptualisation of Business-IT alignment at the
process-level, with focus on the mechanism needing
to be managed and updated in response to shifts
in the internal and external environment (Avila et
al,, 2018; Dent, 2015; Jorfi et al., 2017; Panda and
Rath, 2018; van de Wetering, 2016; Yeow et al., 2018;
Zolper et al.,, 2014). Queiroz (2017) shows that the
process-level and firm-level conceptualizations of IT
alignment yield different conclusions when testing
the relationship between alignment and performance.
Tallon et al. (2000), Tallon (2007) stress the im-
portance of focussing on the process-level over
firm-level while discussing strategic alignment, the
reason being implementation of business strategy is

done using a series of processes or activities.

Concerning process versus end-state, Amarilli et
al. (2017) contend that the distinction between seeing
Business-IT alignment as a process versus an end-state
is determined by the hypothesis selected by
researchers. Many who regard organizations as dy-
namic systems, for example, have treated Business-IT
alignment as a process. Focusing on alignment as
a process, Luftman (1999) presents a 6-step process
to make alignment work in any organization as: set
the goal and establish a team, understand the
Business-IT linkage, analyse and prioritize gaps, speci-
fy the actions, choose and evaluate success criteria,
and sustain alignment. Researchers have posited that
alignment as a process needs to be dynamic as it
does not depend only on harmonization of business
strategy and IT strategy but a more complex co-align-
ment of strategy (both business and IT), organization,
infrastructure, and processes (both organizational and
IT) (Baets, 1996; MacDonald, 1991). There is also
a need of paying greater attention on organizational
actors’ day to-day aligning activities (Karpovsky and
Galliers, 2015).

Organizational turbulence and environmental dy-
namism result in alignment as a continual process
of adjustment towards a moving target (Yeow et
al,, 2018), which has been observed to evolve with
time (Sabherwal et al, 2001). The period of alignment
is characterised by evolutionary period and succeed-
ing revolutionary period which in turn change to
evolutionary period and the cycle goes on. This can
involve modifications to the existing alignment pat-
tern, punctuated by periodic transitions to an alto-
gether new and different pattern of alignment. At
each of these stages, the alignment level is assessed
and based on the feedback, next course of action
is chosen (Sabherwal et al., 2001). This realignment
of alignment process may involve steps like define
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the problem, examine alternatives, integrate system
requirements, assess the overall system performance,
and re-evaluate alignment continually (Ullah and
Algarni, 2017; Ullah and Lai, 2013), and can ulti-
mately lead to sustained alignment (Luftman, 2003b).
Several models and frameworks are proposed and
extended, to assist practitioners with better ways to
realize Business-IT alignment (Sabherwal et al., 2001).
The different treatments that lead to the Business-IT
alignment artifacts rely mostly on the contingency
and configurational theories. These assert that there
is no one best way of organizing / leading, and that
an organizational / leadership style that is effective
in some situations may not be successful in others
(Chenevert and Tremblay, 2009; Venkatraman, 1989).
Hence, there may not be one universally superior
way of realizing Business-IT alignment (Henderson
and Venkatraman, 1993). The notable Business-IT
alignment artifacts are summarized in <Table 2>.
In summary, the common thread that runs through
the models and frameworks discussed above relates
to the attainment of the goal towards leveraging the
capabilities and potentialities of information
technology. This follows the premise that alignment
between business and IT brings organizational success
leading to greater business profitability (Papp et al.,
1996). A cumulative knowledge building tradition is
also noticeable as the new contributions build upon
and extend the extant contributions in new dimensions
(Chan and Reich, 2007; Schlosser et al., 2012).

4.2. Antecedents of Business-IT Alignment

Antecedents are the factors representing the en-
ablers or drivers of Business-IT alignment (Brown
and Magill, 1994; Chan et al.,, 2006). They can also
represent the challenges or barriers to Business-IT

alignment. The antecedents are explored in order

to realize the enablers or inhibitors to Business-IT
alignment initiatives in organizations and in varied
contexts. In <Tables II (A, B)> (Appendix), we provide
a chronological listing of these antecedents as docu-
mented in various research articles. The <Tables II
(A, B)> listing shows that there exists a broad spectrum
of antecedents that affect business and IT alignment.
Alignment depends on a broad set of contextual fac-
tors, some of which are at the individual level (e.g,,
senior management and their role, employee commit-
ment, and competencies), some are at the organiza-
tional level (e.g., organizational size, firm structure,
corporate vision, and strategy), and some at the envi-
ronmental level (e.g., environmental uncertainty, so-
cial influences). The presence of both enablers and
inhibitors emphasizes the need for careful consid-
eration of these in organizational planning and man-
agement activities (Abareshi, 2011).

4.3. Outcomes of Business-IT Alignment

In this section we look at some of the outcomes
of Business-IT alignment. Evidences seem to concur
on the fact that Business-IT alignment, in overall,
affects organizational performance in a positive man-
ner and creates value for the organization (Chau et
al, 2020; Henderson and Venkatraman, 1993;
Luftman, 1996; Morton, 1991). We provide a chrono-
logical listing of the outcomes of Business-IT align-
ment in <Table III> (Appendix). The findings, in
overall, demonstrate the positive impacts of alignment
on business and organizational performance, and
serve as a justification to the continuing interest of
academicians and practitioners on Business-IT
alignment. Broadly, the literature suggests the out-
comes as harmony between IT and business
(Henderson and Venkatraman, 1989; Tarafdar and
Qrunfleh, 2010), maximize profit of I'T/IS investments
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<Table 3> Summary of the Literature Review Findings

Thematic Areas | Related To Summary of Findings
The literature highlights several antecedents to business and IT alignment classified as enablers and inhibitors.
BIT These antecedents can be broadly categorized in terms of the individual, organizational, or environmental focus.
Antecedent The initial studies mostly concentrated on identifying the enablers to Business-IT alignment. The attention later
ecedents

shifted to the barriers/challenges to Business-IT alignment, as some recent publications highlight. These antecedents
are contingent on the organizational structure and operations at different levels of the organization.

Realizing
Alignment

Business-IT
Alignment -
Notion

Several conceptualizations of Business-IT alignment can be identified. These conceptualizations reveal how the
phenomenon and its understanding evolved with time. The proposed definitions consider various aspects linked
to business and IT that are critical to the organization. This broadly suggests that the conceptualization of
Business-IT alignment anchors on the context in which the alignment phenomena has been studied.

Business-IT
Alignment -
Historical
Development

The historical narrative indicates that Business-IT alignment approaches have matured over time from the initial
ad-hoc attempts. The developments over the years have been bracketed in a number of phases hinged on the
mutual interrelationship between IT and business.

Business-IT

The literature points to five dimensions as reference points along which the alignment process can be visualized,

Alignment | viz. strategic or intellectual, structural, social, cultural, and human. The literature recognizes the importance of these
Dimensions | dimensions to achieve the necessary fit between business and IT.
Levels of The coverage of Business-IT alignment levels emphasizes the need for alignment at various levels: organizational,

Business-IT
Alignment

system, project, and individual/cognitive levels. The literature acknowledges that misalignment at any level can
be disastrous and accordingly examines the alignment at the chosen levels and the necessary implications.

Business-IT
Alignment
Processes and
Artifacts

The existing literature has considered Business-IT alignment from two perspectives - (1) at the process level or at
the firm level; (2) as a process or as an end-state. Pertaining to (1), the emphasis has been more on the process-level
as a mechanism to be managed. Considering (2), alignment as a process has garnered prominent attention with re-
searchers investing in the associated steps and dynamics.

The Business-IT alignment artifacts covered represent the prominent ones cited in the literature. The need for
these artifacts arose from understanding the extent to which the extant artifacts contributed to the alignment and
acknowledging the limitations. It is thereby not surprising to note that these models and frameworks build upon
each other, thereby presenting a cumulative tradition of knowledge accumulation in the field.

BIT Outcomes

The studies focusing on Business-IT alignment outcomes mostly report positive consequences for the organization
and its stakeholder. There are few instances where negative or mixed results were reported by the investigators.
The variation in these results opens up opportunities for further exploration, as also emphasized in several studies.

(Chan et al., 1997; Chau et al., 2020; Gerow et al.,
2014; Powell, 1992; Sabherwal and Chan, 2001),
growth and expansion (Chan et al,, 1997; Dong et
al., 2008; Luftman and Brier, 1999), and increase in
organization’s competitive advantage (Avison et al,,
2004; Byrd et al., 2006; Kearns and Lederer, 2003).
Few studies report mixed findings (e.g., Panda and
Rath 2018; Queiroz 2017; Liang et al. 2017) which
can be contingent on the specific investigation con-
texts and serve as a basis for additional explorations
of those facets.

<Table 3> summarizes the literature review find-

ings following our conceptual model (<Figure 1>).

V. Continuing with Research
- Possible Explorations

With an understanding of the extant contributions
related to Business-IT alignment, some opportunities
can be documented. We mention some of these below.
Following the delineation, in <Figure 2>, we provide
an interpretive framework where we link these future
opportunities to the observations from the literature
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Observations from Review

BIT Antecedents:

Realizing Alignment:
BIT Alignment — Notion:

BIT Alignment — Historical Development:

C. Shift into the digital age

D. Convergence of Business and IT towards innovation
BIT Alignment — Dimensions:

BIT Alignment — Levels:

BIT Alignment — Processes and Artifacts:

BIT Outcomes:

A. Does not sufficiently explore agility as an antecedent to BIT alignment

B. Recognition of the context underpinning the stated conceptualization

E. Establishes the relevance of the various BIT Alignment dimensions

F. Identifies various levels (e.g., organizational, system, project, individual /cognitive) of BIT Alignment
G. Does not adequately focus on evaluation of BIT Alignment

H. Emphasize the need of a dynamic perspective in examination of alignment

1. Establishes the centrality of several models and frameworks towards achieving BIT alignment

J. Various impact of BIT alignment on organizational agility

<

Future Opportunities

Alignment — Agility Paradox:

Business-IT Alignment and Merger Acquisition:

+ Exploring organizational agility as an antecedent to BIT alignment [A]
e Establishing the centrality of the social dimension of alignment in relation to processes related to organizational agility [E]
+  Exploring the various contributions of BIT alignment in organizational agility [J]

* Exploring the nature of consolidation at the organizational level, and the associated possibilities [F]

Alignment in Informally Structured Or

Alignment and Smart Campuses:

Business-IT Alignment Success:

Dynamic Nature of Alignment:

Business-IT Alignment in the Digital Age:

(Start-up B

* Investigating the “informal” structural dimension and its attributes, and related possibilities [E]

s Exploring the convergence of business and IT in realizing smart campus [D]

e Evaluating the process of BIT alignment towards conceptualizing and operationalizing success [G]

* Attending to the calls for considering the dynamic perspective in the examination of BIT alignment [H]

* Gradual progression into the “digital age” and its implications on BIT Alignment [C]
* Hints towards a new conceptualization of BIT alignment consistent with the “two-way alignment” context [B]
*  Examining the selection and relevance of existing BIT artifacts in related explorations [I]

<Figure 2> Interpretive Framework

related to Business-IT alignment for the benefit of
the readers.

5.1. Business-IT Alignment and the
Organizational Context

5.1.1. Alignment - Agility Paradox

The alignment-agility paradox is the unexpected
consequence of Business-IT alignment that results in

rigidity due to dependencies on resources and embedd-
edness of IT processes (Imgharene et al., 2018; Liang
et al,, 2017). The arguments explaining the paradox
can be viewed from three perspectives. The first view-
point considers organizational agility as an enabler
to Business-IT alignment and investigates its im-
portance in achieving the alignment. Jorfi et al. (2017),
for example, conclude that companies with agility are
expected to achieve Business-IT alignment. Isal et al.
(2016) explore the impacts of IT infrastructure agility

408 Asia Pacific Journal of Information Systems
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components (ie., connectivity, modularity, compati-
bility, and IT personnel flexibility) on Business-IT
alignment. The findings reveal that only compatibility
has a positive and significant impact on Business-IT
alignment out of these four components.

The second viewpoint explains the paradox consid-
ering the social dimension of alignment, which is
yet to receive sufficient attention (Liang et al., 2017;
Schlosser et al, 2015; Zolper et al., 2014). This estab-
lishes the centrality of the processes related to organ-
izational agility towards effectively achieving align-
ment in the present tumultuous market conditions
(Zhou et al., 2018).

The third viewpoint investigates the contribution
of Business-IT alignment in organizational agility.
As reported in <Table III> (Appendix), Panda and
Rath (2018) observe a positive impact of alignment
on organizational agility (reported in terms of business
process and market responsive agilities). In presence
of uncertainties, alignment demonstrated more im-
pact on the market responsive agility. The findings
by Liang et al. (2017), however, differs to some extent
as the authors observe only social alignment to facili-
tate organizational agility, while intellectual alignment
to impede it. In addition to this, the relationship
between operational alignment and organizational
agility, even though featuring in a few research in-
quiries (Rahimi et al., 2016; Wagner, 2014; Zhou et
al., 2018), has not also been explored in detail. The
existing inquiries can serve as the foundation to ex-
plore the paradox and its dimensions in future re-

search projects.

5.1.2. Business-IT Alignment and Merger
Acquisition

Mergers and acquisitions (M&A) are transactions

in which the ownership of organizations, other busi-

ness organizations, or their operating units are trans-
ferred or consolidated with other entities. From a
legal point of view, a merger is a legal consolidation
of two entities into one, whereas an acquisition occurs
when one entity takes ownership of another entity’s
stock, equity interests or assets. M&A can allow enter-
prises to grow or downsize, and change the nature
of their business or competitive position. The con-
solidation will have some ramification on the
Business-IT alignment contexts in the respective
organizations. Baker and Niederman (2014) observe
that alignment between business and IT is critical
to the effectiveness of mergers and acquisitions in
managing firm integration. Research focusing on the
levels of Business-IT alignment is yet to consider
the implications of this consolidation at the organiza-
tional level. The related inquiries can explore the
same and consider the consequences on the other
associated levels (e.g., system, process, and individual)
and the associated processes, thereby opening up fu-
ture research possibilities related to Business-IT align-
ment in M&A.

5.1.3. Alignment in Informally Structured
Organizations

Research endeavours exploring the structural di-
mensions of Business-IT alignment has mainly fo-
cused on the formal structure (Abareshi, 2011;
Muhammad, 2009). Formal organizations are endur-
ing, static and hierarchical in operation and structure
(Chan and Reich, 2007). Formal structure provides
a more convenient, easily accessible ambience for
study and their alignment results can be often easily
assessed and measured. However, Chan (2001) sug-
gests that the informal structure needs greater atten-
tion owing to its importance in improving IT align-

ment and organizational performance. Chan (2002),

Vol. 32 No. 2
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in his investigation of organizations having formal
or informal structures, finds that informal organ-
ization structures play a far more critical role than
expected in improving IS performance.

Research explorations concentrating on Business-IT
alignment issues can explore the “informal” structural
dimension and its attributes, and their contribution
to the alignment. In developing nations without prop-
er employment opportunities, we also observe start-up
businesses established by skilled youths resorting to
entrepreneurship to make a career (Gupta, 2008;
Prabhu and Jain, 2015). Most of these start-ups are
characterized by informal structures (Robbins et al,
2013) and resort to extensive use of information tech-
nology to run the business (Elia et al., 2020; Jin et
al,, 2017). Hence explorations around informal struc-
tures can also concentrate on this sector and contribute
to the knowledge base through focussed inquiries,
for example, investigating the alignment character-
istics, assessing and measuring alignment, exploring
the relevant strategies in the alignment context, and

many more.

5.2. Alignment and Smart Campuses

The current era is witnessing a shift towards smart
computing that is concerned with the methods and
technologies to create systems, applications, and new
services that meet the needs of society. The growing
importance of the phenomena serves as a paradigm
shift to the evolution of the Business-IT alignment
domain, focusing on the convergence of business and
IT towards supporting the broader societal needs
(Kahre et al,, 2017). The smart campus provides such
a canvas to examine the necessary convergence and
the alignment considerations.

Malatji (2017) defines a smart campus as a campus
that makes intelligent interaction with all the stake-

holders and the physical environment that surrounds
it. A smart campus integrates ICT (Information and
Communication Technology) and embeds various
levels of intelligence, enabling ubiquitous teaching
and learning environment (Muhamad et al., 2017).
A smart campus model can be viewed as an alignment
of the “business” or organizational (university/in-
stitution) context and the “IT” or technological back-
bone/platform context. Obviously, a seamless in-
tegration of both contexts is necessary to realize a
smart campus. In the literature on smart campus,
there are acknowledgements of impediments when
traditional campus plans to transform into a smart
campus design (Alghamdi and Shetty, 2016; Pagliaro
et al., 2016). Smart campus faces challenges from
decentralized IT departments (Sarkar and Young,
2011) which calls for the integration of different serv-
ices (Hirsch and Ng, 2011). These IT governance
issues negatively affect IT alignment, which could
lead not only to a reduction in organizations’ perform-
ance but also to an erosion in their agility and market
competitiveness (Alghamdi and Sun, 2017). These
arguments showcase the exploration possibilities to-
wards achieving the necessary convergence and can

be the subject of future research inquiries.

5.3. Business-IT Alignment Success

Assessing the success of information systems is
a widely popular topic in IS and allied disciplines.
The important of IS in the used contexts also neces-
sitates the need to conduct inquires to form an under-
standing that relates to the success of these in-
formation systems. The dominant inquiries following
this discourse have tried to provide a comprehensive
understanding of IS success by identifying, describing,
and explaining the relationships of concepts that de-
termine the most critical dimensions of success along
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which information systems are commonly evaluated
(Delone and McLean, 2003; DeLone and William,
1992; Gable et al., 2008; Petter et al., 2013). The con-
ceptualization of IS success often takes into account
the process understanding by which information sys-
tems are first created, containing various features.
These features are used by the users and managers
who form their belief regarding the utility of these
systems, and these individual impacts collectively re-
sults in organizational impacts (Delone and McLean,
2003). Considering the domain of Business-IT
Alignment, the process of alignment leading to a status
of alignment opens up opportunities for a con-
ceptualization and assessment of success. The extant
inquiries on the domain, even though dealing with
issues related to measuring alignment (Khaiata and
Zualkernan, 2009; Luftman, 2003), or exploring the
process components of the alignment and its dynamics
(e.g., Luftman, 1999; Sabherwal et al., 2001) has not
devoted attention on this front.

5.4. Dynamic Nature of Alignment

Traditionally alignment has been viewed as static
or an end-state outcome, often matching one business
strategy with the corresponding IT strategy. The other
perspective stresses on the dynamic nature of align-
ment attributing it as a process (Baker and Jones,
2008). Presently IT alignment has become more com-
plex and dynamic since organizations introduce
changes to adapt and cope themselves to the extremely
changing business context (Avila and Garcés, 2017).
Moreover, such changes are often not properly fore-
casted or countered by corresponding flexible IT' strat-
egies (Jorfi et al., 2017) which in turn derails the
process of alignment. Though a few isolated studies
have dealt with dynamic alignment in small and me-
dium enterprises (Afandi, 2017; Purnama and Subroto,

2016), a focussed emphasis on the dynamic nature
of alignment is still missing in the extant evidence.
This gives a scope for examining the dynamic nature
of business alignment (Zhang et al., 2018) and also
attending to the concerns related to sustaining align-
ment over time and in turbulent conditions (Ohlsson
et al., 2016; Peppard and Campbell, 2014). Research
inquiries can be designed as longitudinal studies that
can observe this process of alignment over time, ad-
dressing relevant concerns as defined by the problem
in concern, and also proposing interventions strategies
which may be appropriate. Apart from contributing
to the process theoretical perspective underlying the
phenomena under consideration, these inquiries are
expected to add richness to the domain of Business-IT
alignment through their treatment of the dynamic

facets of the phenomena.

5.5. Business-IT Alignment in the Digital
Age

The digital era is altering corporate norms. Digital
innovations are rapidly influencing our daily lives,
and more so in the corporate world (Collin, 2015).
Given the changes we are witnessing in the “digital
age”, Business-IT alignment needs to be extended
to take new digital modes of IT provision into account.
There is a need to better understand the challenges
and implementation means that are used by compa-
nies to establish and advance a digital IT unit. New
players enter the market, leveraged by cutting-edge
technology that shakes up the solid and recognized
companies (Herbert, 2017; Peppard and Ward, 2016;
Rogers, 2016; Venkatraman, 2017). With the constant
diffusion of digital technologies, each industry also
faces its own challenges and threats. According to
Jonathan et al. (2020), being in this alignment equation
is challenging for digitalization in general and digital
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strategy formulation in particular. This is because
companies continue to struggle to express their digital
strategy in today’s complex world characterised by
rapid changes in technology and consumer demand.

Understanding the role of enterprise architecture
models and frameworks, and intelligent IT systems
in facilitating the elicitation, execution, and evaluation
of practices enabling Business-IT alignment are also
receiving attention from scholars (Jonathan et al.,
2020). Recent publications articulate the need to go
beyond the traditional understanding of Business-IT
alignment. As organizations increasingly digitize their
business models and start to recognize the differential
value of IT, researchers have postulated the necessity
of a “two-way alignment” (Coltman et al., 2015) be-
tween business and IT (Bharadwaj et al., 2013).
Organizations that possess digital options but are un-
able to leverage these assets through their processes,
will likely fail to capitalize on digital opportunities
(Coltman et al., 2015; El Sawy et al., 2010; Woodard
et al,, 2013). These findings, taken together, suggest
a new notion of alignment where the organizational
capabilities and the constituent processes act as a
mean for IT to create value. New governance and
alignment mechanisms need to be developed and es-
tablished to achieve a good Business-IT alignment
under these changed conditions. The alignment
should also be achieved in the mind-set of IT leaders
and IT personnel to adopt a business and customer
perspective instead of a merely technical oriented
view (Rae, 2015). Explorations dealing with these can
help to understand the nexus between digitalization
and the Business-IT alignment context.

In terms of the theoretical underpinnings, the exist-
ing explorations resorted to the prominent frameworks
and models as discussed above in their inquiries. As
information technology expands beyond facilitating
business (Lusch and Nambisan, 2015), some issues

require more intense deliberations. Researchers may
investigate structures, processes, and governance
frameworks in organizations that are best suited to
achieving alignment or which new alignment view-
points are digital
Opportunities also exist in adapting other theoretical
underpinnings from related domains in Business-IT

supported by strategies.

alignment explorations. This is becoming particularly
important as the dominant perspective on alignment
is being questioned and, in some cases, overturned
(Coltman et al., 2015). These explorations can also
relate to some of the driving forces that are shaping
the digital ecosystem, for example, competitive rivalry,
technological dynamism, and instability (El Sawy et
al,, 2010; Pagani, 2013), while developing explanations
on how alignment might be achieved, thereby creating
value for the organizations.

VI. Conclusion

The importance of Business-IT alignment has been
recognised over the last four decades. In this paper
we present a review of research on Business-IT align-
ment with the objective of uncovering the future
possibilities. We organize the literature review based
on a conceptual model that we propose. The evidence
revealed the understanding of the facets related to
the notion, antecedents, nature, and outcome of
Business-IT alignment. Finally based on the treatment
of the domain in the extant literature, we could chart
out possible areas of future exploration and contribute
new knowledge to the domain of Business-IT
alignment.

Our review contributes to both theory and practice
that warrant a mention here. Research contributions
to the domain of Business-IT alignment have been

significant till now. The essay reveals the under-
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standing and developments around some of the perti-
nent concepts related to Business-IT alignment. The
evidence suggests that the perception of this multi-di-
mensional phenomenon has been mostly con-
text-driven. The treatment of Business-IT alignment
has been mostly process-driven while acknowledging
the dysfunctionalities characterizing the organization
and its environment. A number of artifacts could
be identified which are proposed across years to serve
as vehicles for realizing Business-IT alignment in
practice. The antecedents of Business-IT alignment
resembled a very broad spectrum contingent on the
organizational characteristics (e.g., structure, oper-
ations, etc.). The outcomes of alignment in terms
of the impact on the business and organization have
been mostly positive, even though some variations,
depending upon the focus of the research, were
evident. With this, we are able to provide an up-to-date
presentation of the domain, thereby facilitating re-
searchers and practitioners. The current era also opens
up new possibilities and poses several challenges for
the domain. Towards this, we delineate several future
research topics for possible explorations. These are
expected to crystallize into new research projects,
thereby promoting further theoretical work in the
domain. Finally, by going through the review, the
practitioners can be aware of the developments and
possibilities around Business-IT alignment. This is
expected to prepare them better for dealing with the
impending challenges. For example, any alignment
initiative at organizations can weigh the pros and
cons of the available Business-IT alignment artifacts
before a final commitment. On the positive side, from
the review, the practitioners can also appreciate the
gamut of contributions of Business-IT Alignment,

whose realization may be possible and can carry out

the necessary planning.

There are some limitations that need to be
acknowledged. To begin, the validity of the pub-
lications that comprised our literature review may
be called into question. By limiting our search to
just two databases, we risk losing out on papers that
are important to the goals of this study. Given that
each outlet has its own set of goals and priorities,
this selection is bound to have an effect on the con-
tributions of this research. Second, the publications
that comprise our analysis are the product of using
our search keywords in the short-listed channels. Even
though we took great care in crafting the search query
and also considered other relevant referenced docu-
ments based on the list of citations, we cannot con-
clude that the search results will return all articles
related to Business-IT alignment. As an instance, an
article may use the keyword "convergence" to address
how the business and IT aspects of an organization
may be linked, but such an article will not get identified
in our study as the specific keyword is not a part
of the search query that was used during the article
retrieval process. Business-IT alignment has been con-
ceptualised differently as a process that transcends
IS and other associated fields, resulting in the use
of different words to describe it. Recognizing these
limitations, subsequent reviews may use alternative ap-
proaches to address the aforementioned shortcomings.
We hope that in this article, we have appropriately
represented the current state of research on
Business-IT alignment as well as the potential future
trajectory of research. The ideas, discussion, and re-
search issues set forth in this essay are expected to
stimulate interest and future work on Business-IT
alignment in IS and allied disciplines.
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