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Abstract 
After the emergence of concepts such as digital transformation, digitalization, digital strategies, among 
other related terms, Business IT alignment seems to have lost its prominence as one of the most important 
concerns of the organizations, in terms of IT administration. This paper postulates that strategic alignment 
initiatives continue to have the same relevance indicated by the innumerable written documents on this 
topic, and that transformation initiatives should consider the strategic alignment between the business 
and the IT function as a prerequisite before conducting these kinds of implementations. Misalignment 
between the business and the IT will limit the chances of success of such initiatives. Therefore, the per-
sistent relevance and the need to measure it with updated instruments capable of measuring the degree 
of maturity reached and feeding back to the organization remains a key topic in IT administration. Based 
on an updated instrument, a study was conducted to measure the strategic alignment degree between 
business and IT, applied to a sample of mostly large companies in Chile. 
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1. Introduction 
Within a turbulent digital scenario, companies 

in all industries are facing the decision of innova-
tion or extinction. Digital transformation, digital 
strategies, digitalization, among other related 
terms are changing the business models and pro-
cesses, as they have traditionally been known and 
applied. The digital revolution has changed the 
rules of business. With the constant diffusion of 
new digital technologies, each industry faces its 
own challenges and threats. New players enter the 
market, leveraged by cutting-edge technology that 
shakes up solid and recognized companies. (Bha-
radwaj et al., 2013; Rogers, 2016; Venkatraman, 
2017). 

To be successful in the digital world, compa-
nies must think of technology not only as a support 
function, but also as a strategic and competitive 
weapon, so it is not about applying technology to 
the business as a commodity, but rather creating 
new business models and operational models, lev-
eraged by innovative uses of technology. When 
raising this point, it is assumed that the concept of 
business IT alignment is still valid as it was in the 
past, even in this new digital environment, which 
means organizations continue to spend a signifi-
cant amount of their time trying to align the IT 
function with operational areas, instead of looking 
for innovative ways of doing business. For this rea-
son the business-IT alignment issue continues to be 
an unresolved problem. And while, for a long time, 
IT has been treated as subordinate to the commer-
cial strategy, in light of the bibliographic review 

conducted, we coincide with corporate executives 
and researchers emphasizing the importance of the 
alignment between business and IT, and the value 
that it brings to the organizations. Even though the 
number of papers published on strategic alignment 
between business and IT has declined markedly 
since the appearance of the Digital Transformation 
concept, some authors continue to reveal the bene-
fits it generates for organizations, with new ap-
proaches or extensions of the traditional concept. 
(CIO Wiki, 2019; Horlach et al., 2016; Tejada-
Malaspina & Un Jan, 2019; Wan & Ge, 2018).   

The need for a strategic alignment between 
the business and IT is vital for the functional areas 
and IT departments to work together and reach mu-
tual understanding. This understanding means that 
both functional areas and IT must be partners in the 
development and execution of the organizational 
business strategy, recognizing that IT and business 
strategy are so closely related, that companies can-
not be competitive if both strategies are not 
strongly linked and aligned. (Aversano et al., 2016; 
Avison et al., 2004; Chan et al., 2006; Coltman et 
al., 2015; Duffy, 2001; Johnson & Lederer, 2010; 
Luftman et al., 2015). 

Understanding the implications of this align-
ment for the success of the organizations in this 
digital environment, the question that justifies this 
research is: what is the degree of strategic align-
ment achieved between the business and the IT 
function, in companies operating in Chile? In order 
to answer the research question, the authors ana-
lyzed seminal papers and models, as well as ap-
plied research articles, identifying opportunities 
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for improvement, with the purpose of contributing 
to this work, and ultimately contributed an updated 
model for measuring the business-IT alignment 
maturity level and applied it to Chilean companies. 

2. Literature Review 

2.1 The Business-IT Alignment Concept 
More than 30 years of studies have consist-

ently indicated that in companies, the alignment of 
information technology with the business continu-
ous to be an unsolved problem. As it is commented 
by Luftman et al. (2015), there is agreement that 
significant progress has been made in understand-
ing the factors that can produce an effective align-
ment; however, research on IT alignment with the 
business continues to have several problems. First, 
most alignment models approach alignment as a 
static relationship, without considering it to be a 
dynamic, constantly changing process. Second, 
most alignment models are not based on solid the-
oretical foundations, and third, because of their 
static vision, these models do not guide organiza-
tions on how to improve in that process. In sum-
mary, despite the existing awareness about the 
need for alignment, and the evidence documented 
in academic and professional publications, compa-
nies spend most of their time aligning the IT ser-
vices and operations with corporate objectives in-
stead of figuring out innovations and business per-
formance improvements. (IT Web Brainstorm CIO 
Survey, 2014; Peppard & Ward, 2016). The latter 
could indicate that the concept of strategic align-
ment between business and IT is not completely 
solved, but still managed at the operational level. 
In that sense: “The challenge is, as it has always 
been, to harness these technologies in support of 
enterprise objectives and to create new strategies”. 
(Peppard & Ward, 2016, p.16). In other words, to 
harness digital technologies for achieving align-
ment with enterprise objectives and co-creating in-
novative strategies and new business capabilities. 

In order to contextualize this research and its 
objectives, an extensive literature review was con-
ducted on the concept of business and IT alignment, 
from its origins to the present. 

By tracing a timeline in the theoretical evolu-
tion of this topic, we can see how the concept of 
Business IT alignment began to acquire general in-
terest since the mid-1980s, based on the works of 
Benjamin, Scott-Morton & Wyman (1983), Scott-
Morton & Rockart (1984), McFarlan (1984), Wise-
man & MacMillan (1984), among others, however, 
it was Scott-Morton who gave the initial impulse 
to this new field of academic interest. As described 
by Coltman et al. (2015), research on the strategic 
alignment of IT and its relationship with business 
strategy emerged in the 80s as part of the "MIT90s" 
project, led by Michael Scott-Morton at the Infor-
mation Systems Research Center (CISR) at MIT. 

Since the end of that decade, this topic began 
to be strongly promoted by new researchers who 
fed this new body of knowledge. (Chan et al., 1997; 
Henderson & Venkatraman, 1990; Henderson & 
Venkatraman, 1993; Lederer & Mendelow, 1989; 
Luftman et al., 1993; Venkatraman, 1989; Venka-
traman et al., 1993), to name just a few of the sem-
inal works. Of all of them, Henderson and Venka-
traman were the ones that achieved greater notori-
ety in the academic community, with the proposal 
of the SAM framework – Strategic Alignment 
Model, which is cited in most of the research that 
refers to the concept of Business IT alignment, and 
for much of later publications. At that time, aca-
demics and company managers made a call to 
scholars to think about the conditions under which 
the IT strategy should support the business strategy, 
so that IT becomes a facilitator and co-participates 
in the formulation of the business strategy.  

Bughin et al. (2018), more than 30 years later 
- now in a more technologically turbulent and dy-
namic environment - reinforce the need for a com-
prehensive vision of the organization, which trans-
lates into the need for this alignment. In this regard, 
they point out that when talking to business leaders 
about what they understand by digitalization, some 
see it as the improved version of what the IT func-
tion does in the organization, others focus on digi-
tal marketing or sales, but very few have a broad 
and holistic vision of what a digital proposal really 
means. 

2.2 Business IT-Alignment as Prerequisite for 
Success in the Digital Age 

In reference to the most recent rise of digital 
transformation processes, we have witnessed re-
nowned failures where more than two thirds of 
these processes fail or do not reach the potential, 
given the investments made. (Baculard et al., 2017; 
Remes et al., 2018; Walker, 2017). Regarding this, 
Davenport & Westerman (2018), indicate that such 
initiatives do not end well, in part because digital 
is not just something that can be bought and con-
nected to the organization. This is a multidimen-
sional process, which not only involves technology, 
but is a continuously changing process that affects 
the way of doing business. 

2.3 Measuring the Business-IT Alignment Level 
The updated model, presented in the next sec-

tion, has its origin in the widely recognized SAMM 
framework – Strategic Alignment Maturity Model, 
(Luftman, 2000), and subsequent publications. 
SAMM considers a total of six components or di-
mensions, as constructs in its structure: 1) Commu-
nications, 2) Measurement of the competence and 
value of IT, 3) IT Governance, 4) Partnership be-
tween the IT and business, 5) Scope and architec-
ture of the IT infrastructure, and 6) Skills. The in-
strument that operationalized the model consists of 
a questionnaire with 39 questions, distributed in 
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the six dimensions indicated. Each question has 5 
possible answers, from which the interviewee 
chooses the most representative. The model postu-
lates that alignment between the business and IT is 
the result of these six dimensions acting together, 
which in turn has a positive impact on the perfor-
mance of the company, while none of these dimen-
sions acting separately has such an effect. Accord-
ing to this, each dimension presents the hypotheses 
of positive impact on Business and IT alignment. 
Ultimately, SAMM proposes that there are five 
levels of maturity that a company can reach. 

Based on this model, the authors propose an 
improved model, which is applied in this work, 
echoing Luftman's words, when he points out that 
efficient tools are required with the capacity to pro-
vide useful and updated information to the organi-
zation in those aspects that should improve - under 
the context of a collaborative work between busi-
ness and IT. In their own words: "A tool that can 
provide both a descriptive assessment and a pre-
scriptive roadmap on how to improve". (Luftman 
& Kempaiah, 2007, p.167). And although, SAMM 
has been an effective instrument to measure and 
align IT, it needs to be updated in order to more 
efficiently capture the state of maturity of the stra-
tegic alignment in the current scenario. 

2.4 The Updated Model 
Having reviewed the fundamentals of SAMM, 

the constructs that compose it, and the instruments 
that operationalize it, the authors considered that, 
in the scenario with large-scale digital transfor-
mations, the model needs to be improved to ade-
quately capture such changes. In order to identify 
precisely how it needed to be improved, it was nec-
essary to place SAMM in a digital context, which 
required constructing a new model under which it 
could operate, demonstrating its capabilities to 
function in a digital scenario.  

After reviewing the most recent literature 
about digital transformation and related concepts, 
the authors concluded that there are three key dig-
ital pillars that companies must possess to be suc-
cessful on the path to becoming a digitalized com-
pany, which are: 1) Building digital capabilities, 2) 
Building an innovative organizational culture, and 
3) Strong leaderships and shared vision. (Herbert, 
2017; Sacolick, 2017; Venkatraman, 2017; Vial, 
2019; Weill & Woerner, 2013; Westerman et al., 
2014). Upon reaching this conclusion, the authors 
built a digital framework under which the updated 

model could operate. When confronting the refer-
ence model with this digital framework several 
gaps appear. For more details regarding the digital 
framework proposed by the authors, please refer to 
the work of Gajardo & La Paz, 2019 

Four aspects considered critical for a tool 
whose purpose is to measure the business-IT align-
ment level in this new environment, that in turn fill 
in the gaps previously mentioned, where found to 
be absent. These aspect, are 1) Engagement of the 
personnel and its contribution to the organizational 
goals and objectives, 2) Innovation as an engine for 
the future of any organization, 3) A rewards sys-
tems in concordance with an innovation culture, 
and 4) The necessary planning of the information 
systems, in a collaborative work, involving the 
whole organization.  

Upon identifying these four absent aspects, 
necessary changes were made to the reference 
model. In summary the updated model maintains 
the first 5 dimensions of the reference model, re-
placing the sixth dimension "skills", for a new di-
mension called "People", which covers the first ab-
sent aspect. Also, three new dimensions are added: 
"Innovation" and "Rewards", covering the second 
and third absent aspects, and "Strategic planning of 
information, covering the fourth absent aspect. For 
more details regarding the updated model proposed 
by the authors, please refer to the work of Gajardo 
& La Paz, 2019 

These four new dimensions are considered 
key in this new scenario, when a business align-
ment maturity process is carried out. Figure N° 1 
illustrates the updated model, with the 9 dimen-
sions that it considers. 

In reference to the way in which the questions 
are formulated in the new instrument, that opera-
tionalizes the updated model, it was decided to pro-
pose a simpler and easier to understand structure 
for the interviewee, noticeably different from the 
structure of the reference model. Validity and reli-
ability tests were applied to this new construct, ob-
taining favorable results in both evaluations. More 
details on the results of these evaluations are pre-
sented in section 4.2 of this work. 

Finally, in regards to the levels of maturity 
that each company can reach, the authors maintain 
the original 5 levels proposed by SAMM.  

From now on, we will refer to the SAMM 
model as the reference model, or as the original 
model, interchangeably.  
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Figure 1: Updated Model 

3. Research Methodology 

3.1 General Aspects 
An exploratory research was carried out for 

conducting the investigation. The study considered 
two phases: 1) Application of the new construct to 
the pilot sample, 2) In-depth interviews of the same 
sample, once the questionnaire was completed.  

The research was proposed and implemented 
in a sequence of formal stages, following a tradi-
tional approach when testing a new instrument, ad-
hering to the precepts of the scientific method, un-
til arriving at the application of a pilot test of the 
instrument to a subset of the population of interest, 
in order to test the updated model in a first "stag-
ing". The purpose of applying this sequence was to 
explore how the model can be operationalized by 
means of this new instrument, allowing the contex-
tual adjustment and balance of its content and 
showing a preliminary version of its scope through 
its results. The exploratory results would give us an 
advanced look at its wider application to compa-
nies, and a first knowledge of potential conclusions 
about the maturity degree in the strategic alignment 
of IS. 

3.2 Pilot Sample 
The pilot sample consisted of 30 interviewees, 

15 of them from the IT areas, and 15, from areas 
related to the business operations, who expressed 
their opinions regarding the business IT alignment 
organizational practices. The interviewees came 
from mostly large and renowned Chilean compa-
nies from industries such as non-metallic manufac-
turing companies, hotels and restaurants, financial 
intermediation, real estate activities, social and 
health services, transportation, storage and tele-
communications, and companies classified as other 
activities. The purpose of having two groups of re-
spondents, from IT and operational areas, was to 
explore differences or similarities of perception in 
the measurement of maturity of Business-IT align-
ment, which will enrich the results of the study.  

3.3 Data Collection Instruments 
Two instruments were used to carry out the 

investigation, applied during the same interview to 
the same interviewees. First: A structured question-
naire, whose purpose was to operationalize the 

updated model. Along with including the dimen-
sions that update the reference model, the question-
naire included important changes in its structure 
that made it more understandable to the inter-
viewee, and at the same time, easier to apply. The 
questionnaire consisted of a total of 54 questions, 
all of them posed as statements, using a 5-level 
Likert scale for their measurement. Second: A 
semi-structured instrument, acting as a guide for 
in-depth interviews, in order to contrast, on the one 
hand, the results obtained after the subsequent 
analysis of the new constructs, and, on the other 
hand, to enrich the investigative process, with new 
findings, which are not possible to capture with the 
sole application of a structured questionnaire.  

3.4 Treatment of Data According to Each Data 
Collection Instrument 

3.4.1 Questionnaire 
In relation to the questionnaire applied, and 

considering that it corresponds to a new instrument, 
evaluations were carried out using correlational 
techniques (Cronbach's Alpha for reliability analy-
sis) and multivariate techniques (Exploratory fac-
tor analysis for validity test, based on the principal 
components analysis - PCA). (Corral, 2009; Meraz 
& Maldonado, 2015; Morales, 2007). 
3.4.2 In-depth interview 

With respect to the data collected from the in-
depth interviews, the thematic analysis method 
was chosen, characterized by its flexibility and 
practicality when analyzing results from unstruc-
tured information. This method allowed for the 
construction of taxonomies according to the crite-
ria of significance inherent to the nature of the re-
search, and to establish the essential ideas that 
guided this work (Braun & Clarke, 2006; Mieles et 
al., 2012). 

4. Results 

4.1 Results Presentation 
Once the results of both data collecting instru-

ments were obtained, statistical tables were gener-
ated that synthesized all the information collected, 
with the purpose of having a first approximation to 
the level of maturity of the alignment between the 
business and the IT function of the companies 

Comunications

IT Value

IT Governance

Partnership

IT Architecture

People

BSS/IT maturity
alingment level

(+)

(+)

(+)

(+)

(+)

(+)

Innovation

Rewards

Strategic
Planing of IS

(+)

(+)

(+)
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submitted for evaluation. Similarly, with the infor-
mation from the in-depth interviews it was possible 
to contrast the results obtained by the new con-
struct, seeking to determine consistency (or lack 
thereof) between both instruments. 

The results of the investigation followed a se-
quence, such that it allowed obtaining and then 
evaluating the different sources of information and 
data provided by them. First, the results of the 
scores obtained after applying the new question-
naire that operationalized the updated model were 
tabulated and analyzed, verifying the validity and 
reliability of the new construct. The scores of this 
stage - according to the scale of the questionnaire - 
were between 1 and 5, with 5 being the highest de-
gree of maturity of the alignment between the busi-
ness and the IT function that could be achieved. 
Subsequently, the data from the in-depth inter-
views was analyzed and tabulated, following the 
phases of the Thematic Analysis. Third, a regroup-
ing of the companies submitted to the study was 
carried out, according to the score obtained by each 
one. Finally, with this regrouping by score levels, 
a combined analysis was made, with the findings 
of the spontaneous response categorizations of the 
interviewees and the scores shown by each organi-
zation to which they belonged. For each of these 
analyzes, the separation between IT and non IT ex-
ecutives was maintained. 

In summary, the following steps were carried 
out with the data gotten from the two data collec-
tion instruments:  

Data gathered from the questionnaire (struc-
tured data): 1) Validity and reliability evaluations, 
2) Calculation and presentation of preliminary de-
scriptive scores, considering the sample as a whole, 
3) Presentation of descriptive scores after regroup-
ing the sample, considering a segmentation crite-
rion. 

Data gathered from in-depth interviews (un-
structured data): 1) Reduction of individual spon-
taneous responses in categories, and 2) Characteri-
zation of the previous categories, considering their 
nature (Facilitators or inhibitors in business-IT 
alignment processes, in order to test for con-
sistency with the literature available). 

Combined analysis (structured and unstruc-
tured data): Representation of both types of data, 
with the purpose of finding consistency in both 
contrasts.  

4.2 Validity and Reliability Test 
After having tested the new construct, validity 

and reliability tests were applied. As a result, the 
evaluation of the construct concluded that the new 
instrument is stable, showing internal consistency, 
obtaining a general result of 0.984 (Cronbach alpha 
index), which leads in the first instance to indicate 
that the test is reliable in its entirety. Technically, 
to a high degree the individual differences of the 
scores are attributable to real differences and not to 
random measurement error. As a complement to 
the previous coefficient, a reliability analysis was 
added to analyze each dimension of the instrument 
separately, by inquiring about the high overall 
value obtained. As a result, the coefficients de-
crease while maintaining a sufficient value to 
maintain the internal consistency by dimension, 
which makes it possible to conjecture that the 
greater overall value in this respect is attributable 
to the complementation of these dimensions when 
they are integrated to form the construct. 

In the validity test (PCA), six components 
captured more than 80% of the heterogeneity of the 
data, representing almost all of the variables. In the 
same way, a deeper analysis suggested to eliminate 
five questions from the questionnaire, considering 
that they do not provide more information to ex-
plain the variability of the construct. Tables 1 and 
2 summarize the results of the reliability and valid-
ity tests. 

In reference to the validity test (Table 2), a 
search for underlying concepts was carried out, 
with the purpose of explaining the theoretical 
grouping of questions in these six components sug-
gested by the test. As a conclusion, the authors de-
cided to maintain their original design, considering 
that the instrument better segments those aspects 
which it desires to emphasize, by measuring its sta-
tus and evolution. 

Table 1: Cronbach's Alpha Values – Reliability Results 

Dimensions 
Cronbach  

Index
N° 

Elements
Item-test correlations 

min Ave max
Comunications 0.898 6 0.62 0.73 0.81
IT Value 0.937 8 0.63 0.78 0.9 
IT Governance 0.932 6 0.73 0.81 0.87
Partnership 0.885 5 0.59 0.73 0.83
IT Architecture 0.850 7 0.49 0.61 0.75
People 0.909 7 0.47 0.73 0.9 
Innovation 0.945 5 0.67 0.85 0.93
Rewards 0.887 4 0.63 0.76 0.89
Start. Plann. OfIS 0.946 6 0.76 0.84 0.92
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Table 2: Summary of Principal Components Analysis (PCA) – Validity Results 
Component (PCA) Total % Variance explained % accumulated % questions 

1 30.151 55.834 55.834 14 
2 3.873 7.172 63.006 9 
3 3.273 6.062 69.068 10 
4 2.663 4.931 73.999 6 
5 1.800 3.333 77.332 6 
6 1.540 2.853 80.185 4 

 
4.3 Preliminary Descriptive Scores 

With favorable results in the validity and reli-
ability evaluations of the new construct, we pro-
ceeded to analyze the results of the scores obtained 
by the interviewees with the new instrument. To 
carry out this task, scores were calculated at the 
consolidated level, in the 9 dimensions that com-
pose the construct, adding to the results, the scores 
of the two groups of interviewees, as well. The first 
part yielded a weighted average consolidated score 
- including all dimensions, and all respondents, of 
3.22, with significant differences between scores 
by dimension, innovation and rewards being the 
weakest. In the separation by groups of 

interviewees, the average IT score exhibited a 
higher value, with 3.39, while, for business execu-
tives, it was 3.06. Within the dimensions by groups 
of respondents, an important variability was ob-
served, which was measured through the Standard 
Deviation - SD (Business Executives) / SD (IT ex-
ecutives) ratio. This ratio was very useful to meas-
ure the level of variability of the responses of the 
interviewees from the Business (BS) and IT areas, 
subject to the same questions for each dimension 
of the construct. Table 3 presents a preliminary de-
scriptive summary of the scores obtained for the 
sample submitted to the pilot test. 

Table 3: Summary of Preliminary Descriptive Scores 

Dimensions 
Weighted  
averages 

Min Max
Average IT 
executives 

(IT) 

Average  
operational areas  

(BS) executive 
(SD BS)/(SD IT) 

Comunications 3.33 2.90 3.73 3.59 3.07 1.00 
IT Value 3.08 2.60 3.40 3.37 2.80 1.14 
IT Governance 3.29 2.97 3.63 3.43 3.16 0.75 
Partnership 3.45 3.10 3.70 3.65 3.24 1.23 
IT Architecture 3.56 3.07 3.80 3.69 3.43 1.23 
People 3.29 2.90 3.50 3.51 3.06 0.43 
Innovation 2.95 2.80 3.23 2.88 3.02 1.29 
Rewards 2.30 1.87 2.80 2.32 2.28 0.72 
Start. Plann. of IS 3.43 3.27 3.67 3.57 3.30 1.57 
All Dimensions 3.22 1.87 3.80 3.39 3.06 0.83 

 
As it is possible to appreciate, this first ap-

proximation to the results shows important differ-
ences of perception between the two groups of in-
formants at the aggregate level, a fact that reveals 
the practices of the organizations to which they be-
long. Although such differences are attributable to 
the heterogeneity of the units of analysis from 
which the informants come - without including a 
criterion of segmentation by scores - such as the 
one applied subsequently, it can be deduced that 
such differences in perception, at a consolidated 
level, could be present in companies that operate 
locally, with the characteristics of the sample eval-
uated. 

Anticipating the subsequent analysis, in 
reference to the segmentation by companies, it was 
found that the differences observed at the 
aggregate level were minimized when grouping 
companies with high scores vs those with low 
scores in the application of the construct. That is; 
the differences between informants from the IT 
units and informants from the operational units 
became less important.  

4.4 Results from the In-depth Interviews 
After this preliminary analysis of the scores, 

the answers obtained in the application of the semi-
structured interview protocol were tabulated, seek-
ing spontaneous answers from the interviewees, 
which were not possible to obtain by applying the 
new construct alone. As a result of this phase, the 
different responses were categorized. After that, 
the resulting categories were characterized as facil-
itators or inhibitors of strategic alignment pro-
cesses between the IT function and the business. In 
this way, following the expert judgment method, as 
part of the Thematic Analysis, each time a response 
was considered as a facilitator in processes of stra-
tegic alignment between the business and IT, the 
symbol (+) was assigned to it, while otherwise, the 
symbol (-) was assigned. These categorizations and 
characterizations were carried out separately, both 
for the responses of IT informants, and for inform-
ants coming from functional areas, as is possible to 
observe in table 4.  
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Table 4: Facilitating and Inhibitory Categories 
Facilitating Categories (+) Inhibitory categories (-) 

IT executives Business executives IT executives Business executives 
TI-1 TI-8 TI-18 BS-1 BS-12 BS-23 TI-12 BS-2 BS-21
TI-2 TI-9 TI-22 BS-4 BS-13 TI-16 BS-3 BS-22
TI-3 TI-10 TI-23 BS-5 BS-14 TI-17 BS-6  
TI-4 TI-11 TI-24 BS-7 BS-15 TI-19 BS-9  
TI-5 TI-13 TI-25 BS-8 BS-17 TI-20 BS-16  
TI-6 TI-14 TI-26 BS-10 BS-18 TI-21 BS-20  
TI-7 TI-15 TI-27 BS-11 BS-19   

 
According to the figure above - and following 

the thematic analysis method - out of 98 spontane-
ous responses from IT interviewees, 27 categories 
were identified, 21 of them as enablers in business-
IT alignment process, while 6, as inhibitors. In the 
same way, a total of 86 spontaneous responses 
were reduced to 23 categories, 15 of them, as ena-
blers in business-IT alignment process, and 8, as 
inhibitors.  

4.5 Regrouping of Companies According to 
their Scores 

Table 5 summarizes the scores of the 9 dimen-
sions of the updated model, establishing a 

separation between the two groups of companies, 
16 of them, with higher levels of alignment be-
tween the business and the IT function - group 1 - 
and the remaining 14, belonging to group 2. This 
summary also individualizes the scores obtained in 
each group, both by the IT executives who an-
swered the questionnaire, and by executives from 
other areas of the organization, in the business clas-
sification (BS). 

Clearly, it can be seen that, the variability pre-
sented before in Table 3 decreases significantly, not 
only between dimensions, but also between type of 
executives. This behavior is possible to appreciate 
for both the scores of group 1, and group 2. 

Table 5: Summary of Descriptive Scores after Regrouping  

Dimensions 

Average scores – Companies group 1 Average scores – Companies group 2 
(SD BS)/(SD 

IT) 
Group 1 

Group 1 
(Whole 
sample) 

Group 1
(IT) 

Group 1
(BS) 

Group 2
(Whole 
sample)

Group 2
(IT) 

Group 2 
(BS) 

Comunications 3.96 4.22 3.65 2.38 2.33 2.40 0.91 
IT Value 3.90 4.11 3.62 2.15 2.25 2.08 1.09 
IT Governance 4.07 4.08 4.06 2.13 2.13 2.12 0.94 
Partnership 4.01 4.02 4.15 2.36 2.65 2.20 1.12 
IT Architecture 3.97 4.00 3.93 2.60 2.47 2.60 1.08 
People 4.01 4.06 3.93 2.48 2.49 2.48 0.88 
Innovation 4.27 4.13 4.50 1.92 1.46 2.35 0.86 
Rewards 3.68 3.44 4.00 1.88 1.91 1.85 1.09 
Start. Plann. of IS 4.04 4.11 3.96 2.38 2.08 2.55 0.82 
All Dimensions 3.91 4.00 3.79 2.37 2.34 2.39 0.90 

 
At the same time, it is possible to observe that 

the ratio (SD BS) / (SD IT), obtained by companies 
in group 1, is closer to 1 for each dimension, com-
pared to the same calculation shown in Table 3, a 
fact that indicates that the variability in the re-
sponses of the reporting units for this group is 
smaller. In other words, there would be less dis-
crepancy in how the practices of the organization 
are perceived from the point of view of each re-
porting unit, for each of the dimensions evaluated.  

In the case of the 4 new dimensions that are 
incorporated into the updated model, it is possible 
to see score levels with averages similar to those of 
the dimensions that were not modified, which pro-
vides consistency to the updated model as a whole, 
with the additional contribution of these 4 new di-
mensions, filling in the gaps of the original model, 
proposing in this way a new model for the current 
time. However, the low score shown by the 8th di-
mension (rewards), particularly for group 2, is 

undoubtedly a concern, revealing that this dimen-
sion is not well perceived by the two groups of ex-
ecutives, from IT and operational areas as well. 

4.6 Combined Analysis 
With both analyzes carried out separately, a 

combined analysis was made. To carry out this task, 
it was considered appropriate to separate the inter-
viewees in two groups, exclusively according to 
the scores obtained in the new model, that is, re-
gardless of the type of executive who answered the 
questionnaire (IT and non IT). As a result, there 
were two groups of informants, clearly differenti-
ated: 1) those whose companies were above the av-
erage of the total score for the entire sample, and 2) 
those interviewed, whose companies were below 
the average of the total score. Thus, companies 
with an average score clearly higher than the aver-
age, recorded a score of 3.91 (16 of 30 interviewed), 
while companies under the average, recorded a 
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score of 2.37 (14 of 30 interviewed). This separa-
tion served as the basis for subsequent analyzes. 

Based on the previous separation and the find-
ings of the interview phase, it is possible to con-
clude, on the one hand, that there is consistency be-
tween scores considered high for this analysis, with 
categories of responses considered as facilitators 
(+) in alignment processes of this nature. In the 
same way, consistency was evidenced between 
scores considered low, with categorizations of 

responses characterized as inhibitors (-) in strategic 
alignment processes. 

On the other hand, the response categories of 
the in-depth interview phase, revealed by the re-
porting units, gave broad support to what was pre-
viously reviewed in the literature, in reference to 
such processes. Table 6 represents the segmenta-
tion described above, combining scores gotten 
from the new construct, with spontaneous answers. 

Table 6: Summary of Combined Analysis (scores and in-depth interviews) 

Group 
accord-

ing score 

N° en-
ter-

wiers 

Consoli-
dated av-

erage 
score 

IT av-
erage 
score 

BS av-
erage 
score 

Categories in-depth 
interview IT (+) 

Categories 
in-depth 
interview 

IT (-) 

Categories in-depth 
interview BS (+) 

Categories 
in-depth in-
terview BS 

(-) 
Group 1 16 

(9TI-
7BS) 

3.91 4.00 3.79 TI1, TI2, TI3, TI4, TI5, 
TI6, TI7, TI8, TI10, 
TI11, TI13, TI14, TI8, 
TI22, TI23, TI24, TI25, 
TI26

TI12, TI17, 
TI21 

BS1, BS4, BS5, BS7, 
BS8, BS10, BS11, 
BS12, BS13, BS14, 
BS15, BS17, BS18, 
BS19, BS23 

BS6, BS9, 
BS20, BS21 

Group 2 14 
(6TI-
8BS) 

2.37 2.34 2.39 TI2, TI6, TI9, TI10, 
TI11, TI15, TI17, TI27 

TI16, TI19, 
TI20, TI21 

BS5, BS7, BS13, 
BS14, BS17, BS23 

BS2, BS3, 
BS6, BS9, 
BS16, BS20, 
BS22 

 

4.7 Findings from the Combined Analysis 
First of all, it is important to point out that the 

analysis provided by Table 3 turned out to be very 
useful to understand how the scores provided by 
the updated model are related to the answers ob-
tained from the same interviewees, after complet-
ing this instrument. In this summary it is possible 
to observe consistency between scores considered 
high on the average of the total of interviewees, 
with respect to the answer categories of the in-
depth interviews, and in the same way, a con-
sistency in the inverse sense, that is to say, for a 
score considered low, with response categories 
grouped for these scores, which support its value. 

Summarizing the findings of both phases, we 
can conclude that: as well as a good perception of 
the practices of the organization, measures in the 
dimensions of the new model, result in higher lev-
els of alignment (higher scores). Practices such as 
those indicated in the resulting categories from in-
depth interviews have a positive and therefore de-
sirable impact on any organization that aspires to 
align the business with the IT function. As a con-
clusion of this task, examining the information pro-
vided by the two groups of interviewees in both 
data collection instruments, it was possible to ob-
serve a solid consistency in this contrast.  

Another point that deserves to be highlighted, 
relates to certain aspects that would make an im-
portant difference between companies with high 
scores versus low scores, - according to the scale 
of the model - and that in turn have a consistent 
correlation with the arguments delivered by the in-
depth interview phase. According to this, the exist-
ence of two variables that are present with greater 
force in those companies with higher scores is evi-
dent, namely: 1) Dependence on IT in the organi-
zational structure, and, 2) Explicit definition - from 

the managerial level of the company - in order to 
initiate a business-IT alignment process, or digital 
transformation process (in the case of some com-
panies in the sample that had started with this ini-
tiative). 

These findings allow us to note that there 
would be a greater degree of alignment to the ex-
tent that the executives of the organizations have a 
shared vision about certain organizational prac-
tices, described in the literature as facilitators for 
this type of alignment and that are present in the 
answers that emerge from the spontaneous re-
sponses of the interviewees. 

5. Limitations, Advantages and Future Im-
provements 

5.1 Limitations 
The nature of the investigation, with a non-

probabilistic conformation of the sample, impedes 
the generalizability of the results of the study ex-
ploring the modifications to SAMM; therefore, this 
study is neither predictive nor confirmatory. Ac-
cordingly, it is not possible to make inferences 
about the results of the study, despite the applica-
tion of an empirical, rational and analytical method. 

Also, as part of the research, it was found that 
some companies - particularly the larger ones - 
were implementing parallel IT structures, a con-
cept known from recent literature as bimodal-IT 
(Haffke et al., 2017; Horlach, et al., 2016), with the 
objective of making major changes in the organi-
zation, redefining and optimizing processes, along 
with carrying out the experimentation necessary to 
support innovative uses of IT in a digital business 
context, thus not affecting the operation of the 
company supported by its current IT area. The dif-
ferent behavior that could exist in these parallel 
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structures of IT and its relation with the operational 
areas, were not considered in this work. 

5.2 Advantages 
The decision of using two data collection 

tools, is considered a valuable contribution to the 
research and its conclusions, giving greater 
strength to the findings obtained throughout the 
process. The results obtained by both tools allowed, 
on the one hand, to test the new construct, applying 
in this process the rigor of an academic research, 
verifying its internal consistency and validity. On 
the other hand, the in-depth interview phase al-
lowed complementing the analysis of the pilot test 
results, having found favorable results in both con-
trasts.  
5.3 Future Improvements 

It is recommended to test the updated model 
with a larger sample, by means of a sample design 
that allows confirmatory conclusions, as well as to 
reinforce this application with qualitative tech-
niques that can suggest revisions to the alignment 
maturity measurement models, or elements to 
modify the dimensions already incorporated in the 
updated model. 

6. Conclusions 
After concluding this work, having used an 

updated model that better captures the changes in 
this digital environment - operationalized at the 
same time by means of a new instrument, with fa-
vorable results in the corresponding tests – and 
combining numerical result with unstructured in-
formation, the results to which it has arrived are 
undoubtedly interesting to analyze. 

On one hand, when analyzing the scores ob-
tained from the application of the questionnaire, 
we perceive a better perception about the practices 
of the organization from IT executives in compar-
ison with executives from the operational areas. At 
the same time, a fact that is relevant to mention is 
the low score exhibited by both, IT executives and 
non IT executives, as an average of all dimensions, 
and also for each one of them. Among all the eval-
uated dimensions, two of them stand out for their 
notoriously low score (innovation and rewards). 
On the other hand, when grouping the scores ob-
tained by executives of the whole sample - using 
the score level as a segmentation criterion, gener-
ating two groups - the first one, whose score aver-
age is above the average of the whole sample, and 
the second one, whose score average is below the 
average of the whole sample - a new picture 
emerges, noticeably different. 

When the scores are presented with this ar-
rangement, combining them with the information 
provided by the spontaneous answers from in-
depth interviews, we can see a correlation and con-
gruence between scores and certain category an-
swers. In this way, higher scores are more 

prevalent in categories characterized as facilitators 
in alignment processes, while the opposite occurs 
with low scores, findings that are in line with the 
literature review for these type of processes. 

Although among companies with high scores, 
represented by group 1, or lower scores repre-
sented by group 2, a better perception of IT execu-
tives persists on the practices of the organization at 
a consolidated level. At a disaggregated level, 
however, the perceptions of IT and non IT execu-
tives about the practices of the organization vary 
according to the dimension in question. 

As a conclusion of this work, it is possible to 
emphasize four major points, first: Such results 
demonstrate how certain practices considered to be 
facilitators in processes of strategic alignment be-
tween the business and IT, effectively fulfill this 
role in organizations. In this regards, the lack of the 
latter will limit the mutual understanding between 
business and IT function. Second: The business-IT 
alignment maturity level obtained in this study, for 
companies operating in Chile, could reflect the 
level of alignment in companies with similar char-
acteristics to the sample, with an important number 
of them showing a worrying misalignment be-
tween the business strategy and the IT function, 
limiting their chances of success in this digital en-
vironment. Third: By explicitly observing the 4 di-
mensions that update the reference model, it is pos-
sible to point out that they are an important contri-
bution to these kinds of tools, so it is suggested that 
they should be incorporated into models, whose 
purpose is to measure the level of strategic align-
ment between business and the IT function, in this 
digital scenario. Four: when confronting the results 
of the investigation with the three key digital pil-
lars mentioned in section 2.4, it is possible to ob-
serve that the pillar building an innovative organi-
zation culture appears as the weakest among the 
three. This means that – in an exploratory context 
– the lack of an innovation factor, associated with 
an appropriate reward systems, is impeding Chil-
ean companies from achieving alignment with en-
terprise objectives and co-creating innovative 
strategies and new business capabilities, on a larger 
scale than the remaining two digital pillars.  

References 
Aversano, L., Grasso, C., & Tortorella, M. (2016). 

Managing the alignment between business 
processes and software systems. Information 
and Software Technology, 72(C), 171-188. 

Avison, D., Jones, J., Powell, P., & Wilson, D. 
(2004). Using and validating the strategic 
alignment model. Journal of Strategic Infor-
mation Systems, 13(13), 223-246. 

Baculard, L.-P., Colombani, L., Flam, V., Lancry, 
O., & Spaulding, E. (2017). Orchestrating a 
Successful Digital Transformation. Re-
trieved: 09/23/2018 from  



98 International Journal of Innovation in Management, Vol. 7, No. 2 (2019) 

https://www.bain.com/insights/orchestrating-
a-successful-digital-transformation 

Benjamin, R., Scott-Morton, M., & Wyman, J. 
(1983). Information technology: A strategic 
opportunity. Center for Information Systems 
Research Sloan, WP # 1507-83, 1-18. 

Bharadwaj, A., Sawy, O., Pavlou, P., & Venka-
tramm, N. (2013). Digital business strategy: 
Toward a next generation of insights. MIS 
Quarterly, 37(2), 471-482. 

Braun, V., & Clarke, V. (2006). Using thematic 
analysis in psychology. Qualitative Research 
in Psychology, 3(2), 77-101. 

Bughin, J., Catlin, T., Hirt, M., & Willmott, P. 
(2018). Why digital strategies fail. Mckinsey 
Quarterly, 1-14. 

Chan, Y., Huff, S., Barclay, D., & Copeland, D. 
(1997). Business strategic orientation, infor-
mation systems strategic orientation and stra-
tegic alignment. Information Systems Re-
search, 8(2), 125-150. 

Chan, Y., Sabherwal, R., & Thatcher, J. (2006). 
Antecedents and outcomes of strategic IS 
alignment: An empirical investigation. IEEE 
Transactions on Engineering Management, 
53(1), 27-47. 

CIO Wiky (2019). Business IT Alignment. Re-
trieved: 31/05/2019, from: https://cio-
wiki.org/wiki/Business_IT_Alignment 

Coltman, T., Tallon, P., Sharma, R., & Queiroz, 
M. (2015). Strategic IT alignment twenty-
five years on. Journal of Information Tech-
nology, 30(2), 1-10. 

Corral, Y. (2009). Validez y confiabilidad de los 
instrumentos de investigación para la 
recolección de datos. Revista Ciencias de la 
Educación, 19(33), 228-247. 

Davenport, T. H., & Westerman, G. (2018). Why 
so many high-profile digital transformations 
fail. Harvard Business Review, 9, 15. 

Duffy, J. (2001). Maturity models: Blueprints for 
e-volution. Strategic and Leadership, 29(6), 
19-26. 

Gajardo P., & La Paz A. (2019). Business-IT 
Alignment in the Digital Age. The 13th Med-
iterranean Conference on Information Sys-
tems (ITAIS & MCIS), Naples, Italy. 

Haffke, I., Kalgovas, B., & Benlian, A. (2017). 
Options for transforming the IT function us-
ing bimodal IT. MIS Quarterly Executive, 
16(2), 101-120. 

Henderson, J., & Venkatraman, N. (1990). Strate-
gic alignment: A model for organizational 
transformation via information technology. 
Center for Information Systems Research 
Sloan School Management at MIT, WP N° 
217, Sloan WP N°. 3223-90 

Henderson, J., & Venkatraman, N. (1993). Strate-
gic alignment: Leveraging information 

technology for transforming organizations. 
IBM Systems Journal, 32(1), 472-484. 

Herbert, L. (2017). Digital Transformation: Build 
Your Organization's Future for the Innova-
tion Age. Ingland and USA/London and New 
York: Bloomsbury Publishing Plc. 

Horlach, B., Drews, P., & Schirmer, I. (2016). Bi-
modal IT: Business-IT alignment in the age 
of digital transformation. Conference MKWI 
February 2016 - Strategisches IT-Manage-
ment (1417-1428). Germany. 

IT Web Brainstorm CIO Survey. (2014). Re-
trieved: 10/15/2017, from:  
http://v2.itweb.co.za/index.php?op-
tion=com_content&view=article&id=138332 

Johnson, A., & Lederer, A. (2010). CEO/CIO mu-
tual understanding, strategic alignment, and 
the contribution of IS to the organization. In-
formation & Management, 47(3), 138-149 

Lederer, A., & Mendelow, A. (1989). Information 
systems planning: Incentives for effective ac-
tion. ACM SIGMIS Database: The DATA-
BASE for Advances in Information Systems, 
20(3), 13-20.  

Luftman, J. (2000). Assessing business-IT align-
ment maturity. Communications of the Asso-
ciation for Information Systems, 4(14), 1-51. 

Luftman, J., & Kempaiah, R. (2007). An update 
on business-IT alignment: “A Line” has been 
drawn. MIS Quarterly Executive, 6(3), 165-
177. 

Luftman, J., Lewis, P., & Oldach, S. (1993). 
Transforming the enterprise: The alignment 
of business and information technology strat-
egies. IBM Systems Journal, 32(1), 198. 

Luftman, J., Lyytinen, K., & Ben-Zvi, T. (2015). 
Enhancing the measurement of information 
technology (IT) business alignment and its 
influence on company performance. Journal 
of Information Technology, 32(1), 1-21. 

McFarlan, F. (1984). Information technology 
changes the way you compete. Harvard 
Business Review, 62(3), 98-103. 

Meraz, L., & Maldonado, S. (2015). Validez y 
confiabilidad de un instrumento de medición 
de la competitividad de las pequeñas y 
medianas vitivinícolas de la ruta del valle de 
guadalupe. Investigación y Ciencia, 23(65), 
40-47. 

Mieles, M., Tonon, G., & Alvarado, S. (2012). 
Investigación cualitativa: El análisis temático 
para el tratamiento de la información desde 
el enfoque de fenomenología social. 
Universitas Humanísticas, 74(Julio-
Diciembre), 195-223 

Morales, P. (2007). La Fiabilidad de los Tests y 
Escalas. Madrid, Spain: Universidad 
Pontificia Comillas, Facultad de Ciencias 
Humanas y Sociales. 



Business-IT Alignment in the Digital Age, an Empirical Analysis 99 

Peppard, J., and Ward, J. (2016). The Strategic 
Management of Information Systems: Build-
ing a Digital Strategy. United Kingdom: 
John Wiley & Sons Ltd. 

Remes, J., Manyika, J., Bughin, J., Woetzel, J., 
Mischke, J., & Krishnan, M. (2018). Solving 
the Productivity Puzzle: The Role of Demand 
and the Promise of Digitization. Brussels: 
McKinsey Global Institute. 

Rogers, D. (2016). The Digital Transformation 
Playbook: Rethink Your Business for the 
Digital Age. New York, NY: Columbia Busi-
ness School Publishing. 

Sacolick, I. (2017). Driving Digital. The Leader’s 
Guide to Business Transformation Through 
Technology. USA/New York: Amacom 
Books. 

Scott-Morton, M., & Rockart, J. (1984). Implica-
tions of changes in information technology 
for corporate strategy. Interfaces, 14(1), 84-
95. 

Tejada-Malaspina, M., & Un Jan, A. (2019). An 
Intangible-Asset Approach to Strategic Busi-
ness-IT Alignment. System-MDPI, National 
University of Engineering, Lima. 

Venkatraman, N. (1989). The concept of fit in 
strategy research: Toward verbal and statisti-
cal correspondence. Academy of Manage-
ment Review, 14(3), 423-444. 

Venkatraman, N. (2017). The Digital Matrix. Can-
ada: LifeTree Media Book. 

Venkatraman, N., Henderson, J., & Oldach, S. 
(1993). Continuous strategic alignment: Ex-
ploiting information technology capabilities 
for competitive success. European Manage-
ment Journal, 11(2), 139-149. 

Vial, G. (2019). Understanding digital transfor-
mation: A review and a research agenda. 
Journal of Strategic Information Systems, 
28(2019), 118-144 

Walker, J. (2017). 9 out of 10 Digital Transfor-
mation Projects Will Fail. Retrieved: 
09/25/2018 from:  
http://www.digitaljournal.com/tech-and-sci-
ence/technology/9-out-of-10-digital-transfor-
mation-projects-will-fail/article/499314. 

Wan, N., & Ge, S. (2018). Business-IT alignment 
literature review: A bibliometric analysis. In-
formation Resources Management Journal, 
31(3), 34-53. 

Weill, P., Woerner, S. (2013). Optimizing your 
digital business model. MIT Sloan Manage-
ment Review, 53(3), 70-78. 

Westerman, G., Bonnet, D., & McAfee, A. (2014). 
Leading Digital. Turning Technology into 
Business Transformation. USA/Boston: Har-
vard Business Review Press. 

Wiseman, C., & MacMillan, I. (1984). Creating 
competitive weapon from information sys-
tems. The Journal of Business Strategy, 5(2), 
42-49. 

About Authors 
Pablo A. Gajardo is a Doctoral student at the Uni-
versity of Lleida – Spain. An entrepreneur with dif-
ferent businesses operating in Chile. He received a 
Business Administration Engineer degree from the 
University of Santiago de Chile, a Master degree 
in Business Administration from de University of 
Chile, and a Master degree in Management Control 
Systems from the same university. 
Ariel I. La Paz is Assistant Professor at the De-
partment of Management Control and Information 
Systems, University of Chile. Holds a Ph.D. in 
Management Information Systems from the Uni-
versity of Illinois at Chicago. His research focuses 
on complexity management, CIO profiles, and 
strategic planning. 

  



100 International Journal of Innovation in Management, Vol. 7, No. 2 (2019) 

 


