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ABSTRACT

The alignment of IT strategy and business strategy is an ongoing topic of interest for many researchers. In the
same vein, there is a continuing research interest by practitioners in the field of Business Process Re-
engineering (BPR). BPR is commonly understood as a radical rethinking and redesign of business processes.
The existing literature considers these two topics separately in the context of developed countries. This study
taps into this gap by investigating how IT-business alignment can be achieved within BPR by considering the
influential factors that drive this alignment in large organisations in Lesotho. A qualitative approach was adopted
to fulfill the objective of the study. The research design used for the study was a case study approach and three
large organisations in Lesotho constituted the three cases for the study. Interviews were used as the primary
data collection technique.The study empirically focussed on placing IT-business strategic alignment within the
context of BPR. The study revealed that alignment factors should be considered during a BPR project and that
IT-business alignment plays a pivotal role in the success or failure of a BPR project. In addition, business
process change management was identified as an additional alignment factor influencing IT-business alignment.
Future studies can also assess whether business processes change management can facilitate alignment
between IT and the business.

Key phrases

Alignment Factors; Business Process Reengineering; Business strategy; IT strategy and IT-business strategic
alignment
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1. INTRODUCTION

Organisations today are facing a rapidly changing business environment where the design and
implementation of sound business processes are central to improving business performance
and flexibility (Altinkemer, Ozcelik & Ozdemir 2011). This has led to a renewed interest in
Business Process Re-engineering (BPR), as managers view BPR as key to set their business
processes for competitive advantage. This interest was fuelled by new and increasing
innovations in information technology that have made it possible for organisations to amend
their business models, as well as to revise and/or develop their Information Technology (IT)
strategies. Organisational business processes are undergoing necessary restructuring in a
changing business environment, which suggest that both business and IT strategies within
organisations are continuously shifting. According to Ravishankar, Pan and Leidner (2011),
alignment can be conceptualised as a dynamic process. To explore the continuous
developing global operations in the technologically agile business environment of today, the
current study seeks to determine the factors influencing alignment of IT strategies with
business strategies, in the restructuring of business processes.

In the 1990s, Hammer popularised the transformative role of IT in BPR. While the
inconsistencies of BPR and IT-business strategic alignment may be linked to several factors,
the Oracle (2013) white paper attributes the difficulty in aligning IT and business strategies to
the increased rate of change when it comes to business and technological innovations.
Strnadl (2006) contends that IT alone is not enough for an organisation to achieve efficiency
and competitiveness but added that corporate IT functions should be tightly coupled to the
organisation’s processes and the organisation's information needs. A study conducted by
Daghfous and Barkhi (2009) substantiates this point, by indicating the need for organisations
to proactively incorporate IT into their services and strategies, in order to realise profitability
and success. At an organisational level, Karim, Somers and Bhattacherjee (2007) explain
that IT will only have a positive impact on an organisation, if it matches the business
processes. Cox, Marchington and Suter (2009) add that critical to the business success, is
asserting that organisational IT provides support for the organisation’s business strategy.
The corporate IT function must be tightly coupled to enterprise processes and the
organisation's information needs (Strnadl 2006). According to Altinkemer et al. (2011), the
business value of IT implies that the impact of IT on firm performance is dependent on the

coordinated execution of closely aligned organisational changes.

Previous studies have indicated that BPR must begin to apply the capabilities of IT. Al-
Mashari and Zairi (2000) indicated that, at the core of a successful BPR implementation is

the ability to recognise the role of IT in BPR. This is the key, as a proper fit between
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technology and business processes must be established and upheld (Barjis 2008).
Subsequently a successful BPR project needs constant assurance of the fit between
business processes, the environment and the technology (Trkman 2010). The findings of a
study conducted by Ringim, Razalli, Hasnan (2012), revealed that strategic alignment and IT
investment were among the BPR critical factors influencing organisation performance.
Luftman (2014) proposed that IT business alignment should be a business process
management task (BPM) that primarily addresses both the strategy and the technology

dimension of BPM.

Related studies’ focus has been on maintaining alignment (Henderson & Venkatraman
1999), improving alignment (Luftman 2000), measuring IT-business alignment
(Sledgianowski, Luftman & Reilly 2006), IT-business alignment maturity (Chen 2010; van
Hout 2012) and strategic alignment maturity (Luftman 2014). To bridge this gap, the current
study focuses on the attainment of IT-business strategic alignment in a BPR project. The key
research question addressed in this article is the role of factors with respect to IT-Business
strategic alignment within the context of business process reengineering in large
organisations in Lesotho.

2. LITERATURE REVIEW

This section presents a comprehensive review of the relevant literature to understand the
main concepts, models, factors and issues relating to IT-Business Strategic alignment and
BPR.

2.1 Business Process Reengineering (BPR)

The changing economic environment has led to an increasing interest in improving
organisational business processes to enhance performance (Altinkemer et al. 2011;
Ranganathan & Dhaliwal 2001). Strnadl (2006) define a business process as a complete,
dynamically coordinated set of activities or logically related tasks that must be performed to
deliver value to customers, or to fulfil other strategic goals. One of the fields dealing with
these advances in organisational business processes is BPR. Al-Hashem and Yaseen
(2015) argue that business transformation strategies such as BPR contribute to achieving

strategic alignment maturity.

Altinkemer et al. (2011) and Hasnan, Ringim and Razalli (2017) define BPR as the redesign
of processes, typically using information technology (IT), to gain significant improvements in
key areas of performance such as service, quality, cost, and speed. BPR initiatives usually

aim to integrate separate functional tasks into complete cross-functional processes.
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According to Kuhil (2013), BPR-led change comprises a planned endeavour to achieve
dramatic improvements in performance, a radical departure from existing mode(s) of practice

and the application of information technology.

Since the advancement of BPR, researchers and practitioners have proposed and employed
different processes to implement BPR. These processes are adapted differently in different

methodologies.

After reviewing a humber of frameworks, namely Process Reengineering Life Cycle (PRLC)
Methodology, Integrated BPR Methodology, Object-Oriented Business Engineering
Methodology, McKinsey BPR methodology and Accenture BPR methodology, Lampathaki,
Koussouris and Psarras (2013) constituted a BPR Life cycle methodology that incorporates
all the different phases common to all the frameworks evaluated in their study. These are
visioning, identifying, analysing, redesigning, evaluating, implementing and improving. A
definition of each of the phases is provided in Table 1.

Table 1: BPR Life cycle methodology

Visioning Defining corporate visions and business goals

Identifying Identifying business processes to be reengineered

Analysing Analyzing and measuring an existing process

Redesigning Identifying enabling IT & generating alternative process redesigns
Evaluating Evaluating and selecting a process redesign

Implementing Implementing the reengineered process

Improving Continuously improving the process

Source: Lampathaki et al. (2013)

While the BPR Life cycle methodology as proposed by Lampathaki et al. (2013) is
representative of all the different phases in the BPR process, they neglected to consider the
role played by factors influencing IT-Business alignment in a BPR project. In a study
conducted by Hokoma and Mabrouk (2016) on BPR in the Libyan banking section, it was
reported that the surveyed organisations emphasised the role of critical success factors for

implementing BPR successfully.

2.2 IT and Business strategy

The business world is constantly changing thus creating challenges when building a
comprehensive business. According to Austin, Applegate and Soule (2008), this challenge
can be addressed if executives accurately define and execute business strategy. Austin et

al. (2008) explains that the starting point for developing a strategy is with understanding the
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forces that shape the industry competition. Within an organisation, there are functional
strategies that are there to drive an organisation. According to Schwalbe (2010), an
organisation’s business strategy outlines the company’s long-term objectives and how it will
be differentiated from its competitors. Alfadhel, Liu and Oderanti (2019), argue that fast
changes in customer services, technologies, and product life cycles makes organisations

reliant on information system services to improve business efficiency.

IT has over the years shifted from a support function to being a strategic component within
organisations. According to Buchta, Eul and Schulte-Croonenberg (2010), an IT strategy is
the business enabler, in terms of undertaking innovative IT projects that build an
organisation’s sustainable competitive advantage, which will in the long term, increase the
organisation’s value. Reksoatmodjo, Hartono, Djunaedi and Utomo (2012) define IT strategy
as encompassing all choices that place companies in the global IT market. De Haes & Van
Grembergen (2008) argue that IT has come to play a crucial role in the support,
sustainability and growth of organisations and therefore there is a bigger focus on managing
IT projects. It is important that IT projects deliver good value for the organisation, and to
accomplish this, the projects need to be coupled with the business side of the organisation.

2.3 IT-business strategy alignment

Hussain, King and Cragg (2002) argued that alignment originated from an organisations’
realisation that they were developing information systems that did not support their business
strategies. They reported that the development projects were prioritised according to their
technical imperatives and not their business necessities, which contributed to a low return on
IT investment. Cuenca, de Dios Milla and Boza (2015) argued that companies must prioritize
technology projects in line with their business plans. Seman and Salim (2013) define
business-IT alignment as a state where both business executives and IT executives are
committed to realising the mission, objectives, and planning for both business and IT.
According to Coltman, Tallon, Sharma and Queiroz (2015), executing digital business
strategy depends on the ability of organisations to leverage IT through business processes,
in which case two-way alignment becomes a key mechanism through which IT creates

value.

According to Luftman, Papp and Brier (1999), alignment focuses on activities done by
management to attain solid goals across the organisation. Luftman, Lyytinen and Zvi (2017)
define alignment activities as IT-business and business-IT behaviour that assist in
coordinating and harmonizing the business and the IT areas to add business value. A

company is said to have reached alignment, when its current and emerging business
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strategy is enabled, supported and unrestrained by technology (Pearlson & Saunders 2012).

As such, alignment should address both effectiveness and efficiency (Luftman 2000).

In defining alignment, Papp and Luftman (1995) use a fusion method to interpret alignment.
This method depicted in Figure 1 has eight different perspectives, namely strategy
execution, technology potential, organisational IT infrastructure, organisational infrastructure
strategy, competitive potential, service level, IT organisational infrastructure and the IT
infrastructural strategy perspective. These demonstrate how alignment addresses
effectiveness and efficiency when there is a strategic fit between business strategy,
infrastructure and IT. Papp and Luftman (1995) state that alignment is paramount to
achieving increased profitability from IT. The fusion perspectives follow the synchronised
assessment of the strategic fit and the functional integration addresses how IT-business
alignment is achieved. It employs the following components: the anchor, pivot and area of
impact.

The anchor is the strongest area of the business, the pivot the weak area whilst the area of
impact is the area that is affected through the changes made in the pivot area through re-
alignment (Coleman & Papp 2006; Henderson & Venkatraman 1990; Luftman, Lewis &
Oldach 1993). In the literature on IT strategy, it has been suggested that understanding the
full potential of IT involves aligning some or all of four business and IT components -
business strategy, IT strategy, business infrastructure and processes, and IT infrastructure
and processes. IT-business strategic alignment thus speaks to the proper fit between two or
more of these components to synchronise management of the business and IT
(Reksoatmodjo et al. 2012). Gerow, Thatcher and Grover (2015) described four distinct
cross-domain combinations of strategy and infrastructure namely, strategy execution,
technology potential, competitive potential, and service level. Cross-domain alignment
refers to bridging of higher-level external oriented strategies to internal oriented
infrastructure and processes, which relates to how the business strategy aligns with the
IT infrastructure and processes (Gerow et al. 2015). Strategy execution, for example in
Figure 1 is where the business strategy affects the IT infrastructure (business strategy-to-IT
infrastructure cross-domain alignment) but is restrained by the business infrastructure

(business alignment).
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Figure 1:  Strategic Alignment Perspectives
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The fusion method represents one way in which IT business alignment may be achieved.

Another way of assessing IT business strategic alignment is to examine the influence of

alignment factors on IT business strategy alignment, which is discussed in the next section.

2.4

IT-Business Alignment Factors

Alignment requires strong support from senior management, good working relationships,

strong leadership, appropriate prioritisation, trust, and effective communication, as well as a

thorough understanding of the organisation. Seman and Salim (2013) claim that the issue of

non-alignment can be addressed by identifying factors that influence IT-business strategic

alignment. Seman and Salim (2013) cite that past research findings reveal that successful

alignment focuses on managing specific alignment dimensions by investigating factors that

facilitate this.
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Van Hout (2012) conducted a literature study on alignment factors and proposed five
categories of alignment factors as depicted in Figure 2. A description of each category as

proposed by van Hout (2012) is presented in the following sub-sections.

Figure 2:  Alignment Factors

* Value recognition
Intention and support * Inclusion in vision
* Resource allocation

Working relationship * Partnership
« Communication

¢ IT’s business knowledge
* Business’s IT knowledge

Shared domain knowledge

« Sponsoring

IT projects and planning * Lnkage
* Priorities
* Innovation
IT performance * Reliability

* Prioratisation

Source: van Hout (2012)

2.4.1 Intention and support

This category refers to the commitment of top management to use IT strategically and the
support they provide to assure this level of use. This is done to ensure the creation and
sustainability of strategic alignment. Measures used to assess how committed and
supportive top management towards strategic use of IT are value recognition, inclusion in

vision and resource allocation.

2.4.2 Working relationship

This factor category emphasises the relationship between business and IT as it looks at the
partnership and communication between these sectors. Hence, an emphasis is on the
communication between different departments but more so on business and IT executives.
This should be followed by the cooperation of IT and business in strategy formulation and
project prioritisation. To ensure that there is a working relationship between IT and business

executives, partnership and communication measures are employed.
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2.4.3 Shared Domain Knowledge

This factor acknowledges how well the business knows IT and how well does IT know the
business. It simply says that when both functions have appropriate knowledge of each other,
their objectivity will positively benefit the company. There are two measures used to assess

this namely, IT’s business knowledge and business’s IT knowledge.

2.4.4 1T Projects and Planning

This concerns the link IT projects and planning have with the business strategies and plans.
On the project prioritisation concern, the integration of technology should enable the creation
of an organisation’s competitive edge. To assure this, sponsoring, linkage and prioritisation

measures are applied.

2.4.5 IT Performance

This factor focuses solely on IT. It considers an IT department’s performance with regards to
competitive position and IT perception by the business and structures to stimulate
performance. This implies that IT staff must be kept abreast of the latest IT trends, be
innovative and exploit the existing, as well as the new technologies available to them. In this
regard, IT should also steer the organisation’s competitive edge. The three (3) measures

used to assure IT performance are innovation, reliability and opportunities.

2.5 Conceptual Model

Several business information technology alignment (BITA) models have supported the
theory base on alignment, with each model focussing on different concepts/aspects of
alignment and emphasising different perspectives of alignment (EI-Mekawy, Rusu & Perjons,
2015).

From the early days, models of strategic alignment that have been prominent are the MIT90s
model Scott Morton (1991) and the strategic alignment model (SAM), (Avison, Jones, Powell
& Wilson 2004; Henderson & Venkatraman 1990).

A distinction that Henderson and Venkatraman (1990), drew between the MIT90s model and
SAM is that SAM considers both the IT internal and external perspectives, whilst the MIT90s
focuses only on the internal areas of the organisations that need be aligned. Externally SAM
reflects on the IT strategy and internally on the IT infrastructure and processes.
Consequently, SAM elevates the applicability of the IT function within organisations as its
role translates from solely being a support function, to transforming the business policy
(Avison et al. 2004).
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In a similar study, Mithas and Rust (2016) used the modified constructs of SAM in an
adapted framework to demonstrate which antecedents are influential towards achieving
strategic alignment. They tested the internal and external factors. The following internal
factors were evaluated namely, shared domain knowledge, relationship management, and
prior Information System (IS) success. The external factors evaluated were market
uncertainty, technological uncertainty and regulatory uncertainty (Mithas & Rust 2016). The
findings of the study conducted by Mithas and Rust (2016) showed that environmental
uncertainty, shared domain knowledge, relationship management and prior IS success all
have a positive influence on strategic alignment. Henderson and Venkatraman (1999) used
SAM to evaluate its internal and external factors impact on IT-business alignment. The
internal factors of SAM are described as the administrative components that drive the
organisation strategy and these are skills, processes and infrastructure while the external
factors described an organisation competitive positioning. Similarly, all the components of
SAM were found to be influential towards achieving IT business alignment in this study. SAM
was further applied by Farnaz, Khashayar, Kaveha and Mohsen (2015) as a framework for a
study focused on aligning strategy with business processes. They extended the use of SAM
by considering the alignment perspective in SAM and focused on a strategy execution
perspective. They argue that business processes are an important factor in aligning IT with

strategy.

SAM is adopted in this study for its extensive theory base in the IT strategic research. SAM
is useful to assess the IS strategy alignment and becomes a support for a collaborative
process between the business strategy, business organisation, IS infrastructure, and IT
strategy, at two different abstraction levels of the alignment: functional and strategic

(Aversano, Grasso & Tortorella 2012).

The SAM framework as adopted from Henderson and Venkatraman (1990) is built on four
guadrants, each consisting of three (3) components as shown in Figure 3. These twelve
constructs of SAM are great tools in defining alignment (Coleman & Papp, 2006). The next
section gives a short analysis of the SAM framework as interpreted by Henderson and
Venkatraman (1990), Coleman and Papp (2006). Through the analysis of SAM, it will be

demonstrated how it is relevant to the study.

The model's four quadrants are business strategy, information technology strategy,
organisational infrastructure and information technology infrastructure. Two linkages map
these quadrants to each other. The first link is the strategic fit, which is a vertical link that

explains the need for organisations to determine their market position (Coleman & Papp
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2006). The strategic fit refers to a situation where formal planning involves business strategy
and IT strategy that complement each other. Factors identified to have potential to influence
the strategic fit alignment include sharing of domain knowledge and business-IT planning
integration (Seman & Salim 2013). It also derives how strategy is used to determine the
business infrastructure. The second linkage and paramount to the study, is the functional
integration. It is directly related to IT-business alignment and as such, addresses the main
research question of the study. According to Coleman and Papp (2006), this link assures
that technology is on par with the business processes as the business changes to be
responsive to the changing environment. It also describes how well a business can position
itself in the market, by leveraging the use of IT. According to Henderson and Venkatraman
(1996) and Coleman and Papp (2006), competitive advantage and value maximisation of IT
are dependent on this link. See Figure 3 for explanation.

Figure 3:  Strategic Alignment Model
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Business Technology
Scope Scopec
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Processes - Skills Processes — - Skills

Source: Henderson and Venkatraman (1990)

As the study views alignment from a higher level, which is at the strategic level, the SAM
model is thus applied from a functional integration perspective. This is alignment between
the business strategy and IT strategy. In the same light, the remaining constructs of SAM
also come into effect from a BPR stance whereby processes mainly are under review. In this
respect, the strategic links assist with linking the BPR to both the IT strategy and the

business strategy constructs. This Conceptual Model is depicted in Figure 4.
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Figure 4:  Conceptual Model of IT-Business Strategic Alignment in BPR
projects
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3. RESEARCH METHODOLOGY

This section covers the research design, paradigm, population and sampling, data collection

and data analysis techniques adopted for the study.

This study used a case study approach underpinned by an interpretive philosophy, where
three cases were examined for IT-business alignment. Case research or case study
research, is a method where a phenomenon is studied over time within its natural setting in
one or a few sites (Bhattacherjee 2012). Walsham (1995) argues that a case study is the
main vehicle for research in the interpretive tradition. According to Yin (1994), a case study
is a great tool for investigating a contemporary phenomenon within its real-life context. The
findings of systematic literature review studies undertaken by Sposito, Neto and Barreto
(2016) and Rusu & Jonathan (2017), in the field of business-IT alignment reported that case
study was the most used and most preferred research method. Three organisations

constituted three (3) cases for the study.

A qualitative approach was adopted to fulfil the objective of the study. In a systematic
literature review conducted by Mufioz and Avila (2019), it was reported that a qualitative
approach was the most commonly used method for IT-business alignment studies. The
gualitative approach was adopted because insufficient research has been done to address
the phenomenon under study within a BPR context. By employing the qualitative approach,
this study builds on the theory of IT-business strategic alignment and applies it within a BPR
context. Further, the exploratory nature of this study justifies the adoption of qualitative

approach.

The study was conducted in three different organisations located in Maseru, which is the
capital city and the business hub of Lesotho. Maseru hosts both the country’s largest

organisations and largely all their headquarters as well. These three large organisations
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operate in different industries and have in the past and of recent years, implemented
medium to large scale BPR projects. Organisation A operates in the financial industry,
organisation B in the logistics industry and organisation C in the telecommunications

industry.

All the three organisations are narrowly dispersed from each other at the hub of the central
business district. Being at the heart of the central business district, these organisations are
exposed to a competitive business environment of growing entrants to their respective
markets and to the world of ever-changing technology, politics and the economy. They have
adequate access to the internet and a stable infrastructure. The industries that they operate
in and their clientele necessitate a global mindset.

For gathering data, a non-probability, purposive sampling technique was used in selecting
the staff members who worked on the BPR projects and on the strategy services. Robson
(2002) states that for case study-based research, the population is usually small and
therefore non-probability, purposive sampling methods based on subjective judgment and
purposive sampling are appropriate to answer the research question and meet the objective
of the study (Robson 2002).

The criteria for selecting the interviewees from the three organisations were experience,
involvement and seniority in the BPR implementation and strategic alignment fields

respectively.

The strata from which interviewees were selected, is summarised in Table 2 and shows the
composition of diverse professionals, namely the BPR team facilitator, IT strategy specialist,

business strategy specialist and the process owner.

Table 2: Interviewee Strata

Process Owner
BPR Team Facilitator /Leader
Steering Committee Member — IT Strategy Specialists

Steering Committee Member — Business Strategy Specialist

Source: Author’'s own construction

The data collection technique employed was structured interviews. The interview schedule
was structured comprising key questions that guided the interview process. The structured
interview schedule was designed around the alignment factors proposed by van Hout

(2012). The interviews were one-to-one between the researcher and the participants. The
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sessions were held at the premises of the participating company. Textual data was captured

by taking notes and recording the interview sessions.

Thematic analysis and quasi-statistics were used to analyse the primary data gathered from
the interviews, which addressed the role of factors in IT-business strategy alignment within
the context of BPR. According to Vaismoradi, Jones, Turudeen and Snhelgrove (2016)
thematic analysis follows a systematic process of coding and the creation of themes to
understand meaning and description of the social context. The use of of quasi-statistics in
gualitative research is a practice where descriptive statistics are extracted from qualitative
data to provide an effect size interpretation of data (Tashakkori & Teddlie, 1998). Fleury
(1993) argues that that the qualitative meaning should be preserved in the interpretation.
The current study quantitised data by classifying the responses of the interview questions
using a 5-point Likert scale, namely strongly disagree, disagree, neutral, agree and strongly
agree. The findings were interpreted in terms of the extent of agreement or disagreement
per category followed by a discussion of the themes and supporting data extracts in the
context of BPR. This strategy was adopted to provide useful insights on the value and

narrative on the phenomenon investigated.

4., RESULTS AND ANALYSIS

A synopsis of the case studies is presented, followed by a presentation of case study
findings. Thematic analysis was used to analyse the primary data collected on the role of IT—
business alignment factors within BPR. To determine the role of IT-business alignment
factors in BPR, the interview schedule adopted the five alignment factors from the van Hout
(2012) study where each alignment factor was assessed using a unigue measurement scale.
In cases of direct quoting, the interviewees are referred to as participants (O-Z). Four

interviews were conducted per organisation.

4.1 A Synopsis of the Case Studies
A summary of the industrial sectors pertaining to the chosen organisations, as well as the

target BPR projects forming the foci of the empirical study is presented in Table 3:

Table 3: Summary of Organisation details

Organisation Industry BPR Project

Organisation A Financial Sector: Revenue Customs modernisation programme
administration entity of Lesotho

Organisation B Logistics Sector: Shipping and Redesign and automation of the
courier service shipping process
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Organisation Industry BPR Project

Organisation C Telecommunication industry ERP implementation and e-business
project roll out

Source: Author’s own construction

4.2 Case Study Findings
This section presents the demographic results followed by the thematic results on the role of

alignment factors in IT and the business strategy within the context of BPR.

4.2.1 Demographic Results

The demographic data presented in this section include the business process reengineering
(BPR) role/job title, gender, and the number of years of involvement in a BPR project. The
criteria used to select participants for the study were experience in IT and business strategy,
involvement in BPR and seniority of position. The number of participants selected per

organisation and the coding used for identification is illustrated in Table 4.

Table 4: Participants per Organisation
Organisation Participants
A O,P,QR
B ST UV

C W, X, Y,Z

Source: Author’'s own construction

The gender distribution summarised in Table 5 shows that 66.67% of the respondents were

males and 33.33% were females.

Table 5: BPR Gender Distribution

BPR Role Male Female
BPR Team Facilitator 3 0
IT Strategy Specialists 2 1
Business Strategy Specialist 1 2
BPR Role Male Female
BPR Sponsor 2 1
Total (%) 66.67% 33.33%

Source: Author’'s own construction
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Table 6 shows that only 25% of the participants have been involved in a BPR project for
more than three years and a large percentage of 41.67% had been in the BPR project for a
period spanning between one year and two years and 33.33% of the participants had only

been involved in the project for less than a year.

Table 6: BPR Involvement Period

BPR Involvement Years Involved Frequency Percentage
Hierarchy

Slightly involved <1 4 33.33%
Moderately Involved 1-2 5 41.67%
Highly Involved 3 -5+ 3 25%

Source: Author’'s own construction

4.2.2 Results of Thematic Analysis: Roles of Alignment Factors in IT-
Business Strategic Alignment in a BPR Project

This section presents results on interviews and addresses the study’s objective aimed at

determining the role of alignment factors with respect to IT-Business strategic alignment

within the context of BPR in large organisations in Lesotho. The section addresses this

objective by assessing the five alignment factors and their measures within a BPR context.

Alignment Factor 1 Evaluation: Intention and Support
Three themes, namely inclusion in vision, value recognition and resource allocation,
depicted in Figure 5 were supported when analysing how intention and support were placed

in the context of BPR projects under evaluation.

Figure 5:  Alignment Factor 1 Evaluation: Intention and Support

Intention and Support

Strongly Disagree Disagree Indefinite Agree Strongly Agree
Inclusion in vision 25% 75%
Value Recognition 17% 83%
Resource Allocation 50% 50%

Inclusion in vision Value Recognition Resource Allocation

Source: Author’s own construction
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A discussion of the findings depicted in Figure 5 follows.
Inclusion in vision
This makes IT the prime strategic component of an organisation’s goal setting.

In organisation A, the BPR project saw the IT department expanded over the years from a
support function, to where it is today, as a strategic function. Participant Q made a remark
that the IT department transformation was necessary for the uptake of the modernisation
project. In organisation B, participant T expressed that IT is always a central component in
their vision. This participant emphasised this point as follows:

“Our IT department is always abreast of technology trends and to be number one in our field
we try to pioneer and incorporate these trends in order to enhance our customer experience
and to build new business models. We are currently having our eye on trends like internet of

things, robotics and automation, big data and cloud logistics.”

In organisation C, the participants indicated that management communicated clearly the role
IT was to play in the e-business/ERP project. Participant X made the following comment:

“Expectation at the completion of the project were well articulated, we knew what we had to

do and how IT was to come into play.”
Value recognition

Value recognition considers the articulation of the value of IT in an organisation (van Hout
2012). As per the findings illustrated in Figure 5, participants were of the impression that

management saw value in IT in the implementation of the BPR project.
Participant O, in organisation A made the following remark:

“In our organisation, our IT department move from just being a support function to be an
integral element of the organisation so much that | doubt any of our business units will be

functional without it.”

In support of both inclusion in vision and value recognition, Morrison, Ghose, Dam, Hinge
and Hoesch-Klohe (2012) state that an organisation’s IT strategy will be aligned to business
strategy, if there is an understanding of how IT and IT applications will contribute to the
business goals in the present day and in the future. They further add that to achieve IT-
business alignment, an organisation should recognise the value IT adds to it, as this would

assist in giving a clear IT strategic road map.
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Resource allocation

The findings show that IT resources were moderately allocated to BPR projects. The findings
indicate that organisation B made a huge investment in IT resources to make sure that the
roll out of the ESS project was a success. Respondent S expressed this by stating that
organisation B infiltrated and grew the IT landscape in its network by ensuring that every
country had the e-commerce tools, standardised infrastructure and IT network capacity. In
this case, management saw the value of IT in achieving its mandate and their commitment
and support to the project had been firm. It was in organisation C, participants indicated that
there was a budget constraint and IT resources were to a large extent compromised.

In this regard, Morrison et al. (2012) maintain that a shared focus on budgeting and on
distributing scarce resources, time and money will contribute hugely towards achieving IT-
business alignment in the organisation. The findings of a study conducted by Goksoy, Ozsoy
and Vayvay (2012) revealed that top management commitment and support, as well

planning and resources was perceived as success factors of reengineering.

Alignment Factor 2 Evaluation: Working Relationship
To evaluate how working relationships were established, the partnership and communication
themes were measured and analysed. See Figure 6.

Figure 6:  Alignment Factor 2 Evaluation: Working Relationship

o Working Relationship
0.7
0.6
0.5
0.4
0.3
0.2
0.1
0 Strong| Strong|
rongly . - rongly
Disagree Disagree Indefinite Agree Agree
Partnership 0 0 0 25% 75%
Communication 0 0 0 58% 42%
Partnership Communication
Source: Author’s own construction
A discussion of the findings depicted in Figure 6 follows.
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Partnership

The IT manager’s involvement in business strategy planning is what facilitated partnership in
all the organisations. Organisation B indicated that with all the projects that the organisation
engages in, internal relationships and inter-functional collaboration are enforced. The
participants elaborated that the success of the ESS project was owed largely to how well the
IT and the business worked closely together, from the initiation of the project, to seeing it
through and in monitoring it. Another contributing factor that the participants raised was that
the ESS project was much an IT need, as it was a business need. The IT unit perception
was that the ESS project met its objectives and that of its business unit alike. Participant S
expressed the following view on the partnership theme:

“The success of our project is owed largely to how well the IT and the business worked
closely together from the initiation of the project to seeing it through and then again this
could just have been because this project was much an IT need as it was a business need,

but IT and business here work well together.”
Communication

Findings revealed that there was generally good communication between the IT department

and the business department.

The results revealed existence of a firm communication between the business and IT in
organisation A. The communication has been both formal and informal. Channels that
facilitated effective communication were forums and presentations. According to participants
in organisation A, this has resulted in quick feedback and collective decision making on the

way forward, to mitigate unforeseen glitches. Participant P made the following statement:

“In many occasions the IT and business executives were present and active. This improved

the team morale and steered the team towards working for one goal.”

Participants from organisation B regularly referred to their “AS ONE” philosophy that brings
everyone together, to work together and achieve the set goals.

The findings from Organisation C revealed that although the IT manager was involved in
business strategy planning, the perception about communication was that it was rather one
way, with the business unit requisitions from the IT unit. The only platform that facilitated

interactive sessions, were formal meetings that were held only periodically.

Morrison et al. (2012) suggest that a credible working relationship will forge a successful

alignment, between IT and business. This alignment is achievable by innovative solution
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delivery, reliable daily operations and responsive service recovery management. Goksoy et
al. (2012) reported that communication and teamwork were perceived to be the dominant
success factors of reengineering. The study conducted by Luftman et al. (2017) reported that
the communication activities such as understanding of business by IT and understanding of

IT by business form an integral part of the IT-Business alignment.

Alignment Factor 3 Evaluation: Shared Domain Knowledge
Shared domain knowledge was analysed and measured in respect of themes on IT sector’s

knowledge of the business and the business sector’s IT knowledge. See Figure 7.

Figure 7: Alignment Factor 3 Evaluation: Shared Domain Knowledge

0.8 Shared Domain Knowledge
0.7
0.6
0.5
0.4
0.3
0.2
0.1
0 St | St |
rongly . - rongly
Disagree Disagree Indefinite Agree Agree
IT’s business knowledge 0 0 0 50% 50%
Business' IT knowledge 0 0 0 67% 33%
IT’s business knowledge Business' IT knowledge

Source: Author’s own construction
A discussion of the findings depicted in Figure 7 follows:
IT sector’s knowledge of the business

The results indicated that the IT sector's knowledge of the business was adequate. In
organisation A, prior to the implementation of the customs modernisation programme,
extensive training was organised and attended to by both the business and the IT units. The
training was both internal and external. Workshops were conducted internally and areas of
focus were on system usage. The respondents all felt that there was an adequate

understanding of the organisation at large.
Business sector’s IT knowledge

The findings above show that business personnel had a limited knowledge of IT.

Journal of Contemporary Management Volume 16 Issue 2 Page 20
DHET accredited 2019
ISSN 1815-7440 Pages 621-652



| PADAYACHEE Factors influencing IT-Business Strategic
RM SHANO Alignment in the Context of Business Process
Reengineering

In organisation C, the trend of communication indicated in section 4.2.2.2 contributed to the
findings of the limited knowledge that business had of IT. Respondent X was overseeing the
whole project in Organisation C and he expressed that the business sector needed to
collaborate with IT on huge projects, which implied the need for inter-departmental

knowledge.

His argument was that good communication in the first instance would help with
interdepartmental knowledge and help to achieve the project deadlines as well as foster

quick responses to unforeseen setbacks.

Goksoy et al. (2012) reported that information sharing was an important success factor in
business process reengineering. Wu, Straub and Liang (2015) argued that more
communication between IT and business executives can lead to a shared understanding and

knowledge, thereby strengthening IT support of business strategies.

Alignment Factor 4 Evaluation: IT Projects and Planning
IT Projects and Planning was analysed and measured concerning two themes, namely

linkage and prioritisation. See Figure 8.

Figure 8:  Alignment Factor 4 Evaluation: IT Projects and Planning

0 IT Project and Planning

0.7

0.6

0.5

0.4

0.3

0.2

0.1

0 St |
rongly . -
Disagree Disagree Indefinite Agree Strongly Agree
Linkage 0 0 0 33% 67%
Prioritisation 0 0 0 25% 75%
Linkage Prioritisation

Source: Author’s own construction
A discussion of the findings depicted in Figure 8 follows.
Linkage and Prioritisation

The results indicate that prioritising IT projects and linking them to business strategies took

primacy in the BPR projects.
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The patrticipants stated the following:

“The business needs were first identified and IT plans were made in consideration to the

business need.”

“Our BPR project was paramount towards achieving the organisation’s goals; it thus took

precedence to all other IT projects.”

Ohlsson, Han, Hultin and Rosengren (2016) reported that the Chief information Officer (CIO)
coordinates planning and decision making of information and communication technology

(ICT) projects with a strategic focus of aligning ICT for business value realization.

Alignment Factor 5 Evaluation: IT Performance
IT performance was analysed and measured on three themes, namely innovation, reliability

and opportunities. See Figure 9.

Figure 9:  Alignment Factor 5 Evaluation: Performance

IT Performance

0.8

0.7

0.6

0.5

0.4

0.3

0.2

0.1

0 S |
Dtisrggf,e\e/z Disagree Indefinite Agree Strongly Agree
Innovation 0 0 0 67% 33%
Reliability 0 0 0 58% 42%
Opportunities 0 0 11% 75% 14%
Innovation Reliability Opportunities

Source: Author’s own construction
A discussion of the findings depicted in Figure 9 follows.
Innovations

Previous findings discussed in section 4.2.2.3 indicate that the IT sector reacted to business
needs. Findings revealed that although the IT unit is autonomous with respect to solutions it

provides for the business, their flexibility and innovations are limited to the business needs.
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Reliability

The findings reveal that Organisation B focused strategy has set well-defined IT priorities

and adequate IT resources for the realisation of its mandate.
Opportunities

To achieve the “grow focus” strand there has been a drive for centralisation of IT capabilities
to drive standardised business processes, a uniform database and a stable platform to
ensure that the organisation remains competitive in its business environment. Respondent S
indicated that the ESS project is a subsidiary of a larger scale IT initiative to drive

improvements in innovation and real time information, productivity and quality service.

In a study conducted by Goksoy et al. (2012), IT and innovation were ranked as extremely
important success factors in business process reengineering. Hasnan, Ringim and Razalli
(2017) claim that BPR enables organisations to equip themselves with modern technologies,

business solutions and innovations.

4.2.3 Business Process Change Management

The findings revealed that business process change management is an additional alignment
factor that needs consideration. In more than one interview and in different organisations,
references were made to aspects of business process change management. According to
Fahad (2016) business process change management involves the following four phases:
making a proposition to stakeholders and participants, understanding why change is
necessary and what it will achieve, evaluating business process’s impact on performance
and implementing change. In the interview, participants made clear references to making
propositions to stakeholders and participants and to understanding why change is necessary
and what it will achieve. Other reasons cited for success in business process reengineering

implementations were customer orientation and change management (Goksoy et al. 2012).

Organisation A indicated that successful meetings with high-level government officials were
conducted to obtain buy-in and approvals regarding certain aspects of the project.
Organisation A had to communicate change management to clearing agencies and train
them regarding the ASYCUDA system. In organisation B, customers were asked about their
service experience and for their suggestions on what can be improved prior to the actual
implementation of the BPR, and in organisation C, it was important for the organisation to
make sure that their systems communicated with that of their suppliers. Participants

indicated that without having considered all other sectors that affected their operations, their
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project would not have been entirely successful. The proposed additional alignment factor

and measuring variable is shown in Table 7.

Table 7: Business Process Change Management
Alignment Factor Measuring Variable
Business Process Change Management Consultation with External Stakeholders

Source: Author’s own construction

4.3 Conceptual process map in IT-Business strategic alignment in BPR
Figure 10 illustrates the conceptual process map for IT-business strategic alignment in BPR
as per the study findings. The conceptual process map is the outcome of the case study

findings. It is made up of three pillars namely, A, B and C. See Figure 10.

Figure 10: Conceptual BPR process mapping to IT-Business Strategic
Alignment

o C
A ‘E | I
ALIGNNENT

Source: Author’'s own construction

Pillar A illustrates the IT-business strategic alignment concept of the study. To incorporate
this concept in the study, the SAM framework was adopted from the literature review. The
business strategy and IT-strategy constructs of the SAM framework were examined in the
study, in addition to the functional integration links. The functional integration demonstrated

the harmony between business strategy and IT strategy to arrive at a point whereby an
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organisation has attained strategic alignment. Strategic fit acted as a link between strategic

alignment and BPR.
Pillar B illustrates the BPR framework selected from the literature review.

Pillar C illustrates the alignment factors, also emerging from the literature study. The
alignment factor variables were also evaluated in the three organisations by means of

interviews.

The process map demonstrates the interrelationship between the BPR phases and the
alignment factors. This relationship is clarified by the application of the relevant alignment

factor to the correlating BPR phase(s).

From the analyses and measurements conducted, interrelationships emerged and assisted
in the construct of the conceptual process map.

At visioning phase of the BPR methodology, corporate visions and business goals are
defined. By incorporating the intention and support alignment factor during this phase, it can
be assured that IT has been strategically placed in the vision and business goals of the
organisation. By achieving this at an early stage, the value of IT is clearly communicated and
understood, and the necessary IT resources are timely and efficiently allocated to the BPR
project.

Working relationship is another alignment factor that should be included at the visioning
phase. This takes into consideration the communication between IT and the business and
primarily, at the executive level. In organisation B, it was highlighted that the success of their
project was owed largely to the working relationship between the IT and the business units
from the initial stages of the project. When the working relationship is achieved, the

cooperation of IT and business can be realised during the strategy formulation.

At the “identify, evaluate and implement” phases of the BPR methodology, existing business
processes are defined and measured. Shared domain knowledge is basically saying how
well does the IT function know the business function and conversely, how well does the
business function know the IT function. When IT and business have appropriate knowledge
of each other, their objectives will be in accord. This expresses the notion that when IT and
business have appropriate knowledge of each other, their objective will be in accord with

identifying and analysing processes to reengineer.

At the redesign phase, IT projects planning will assist in the integration of technology that will
enable the creation of an organisation’s competitive edge. This suggests cautiously selecting

an IT platform at the redesign phase. Lampathaki et al. (2013) states that the “evaluate”
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phases of a process redesign, a new process is assessed and selected. IT projects and
planning will guide this process by linking an appropriate process redesign to the business
strategy and the plans. In a similar manner, IT projects and planning through pulling all

resources in terms of sponsorship, will assure the implementation of the BPR project.

At the Improve phase, it is important that IT performance be incorporated during this phase.
The ‘Improve phase’ involves continuous improvement of the BPR process. According to
Garvin (1995), this requires performance management and the IT performance through
innovation and exploitation of new and existing technologies, for the redesigned process to

continue delivering enhanced performance.

5. DISCUSSION OF FINDINGS

All three organisations had essentially progressed from seeing IT as a support tool, to
strategically placing it within their organisation. At the centre of the redesigned business
processes was IT. The inference from the findings is that the redesigned business processes
recognised both the business strategy and IT strategy. This allowed for the alignment of the
redesigned business processes to both the business strategy and IT strategy.

The findings have illustrated the roles alignment factors played towards achieving IT-
business strategic alignment. Guided by van Hout (2012) study on alignment factors, the
study measured different alignment factors’ variables in each BPR project. Table 8 shows
alignment factors and the deduced roles they played in the investigated BPR projects. It
should be noted that the alignment factors mentioned below were not explicitly stipulated,
rather the interview questions allowed respondents to identify areas and practices that

implicated alignment factors. See Table 8.

Table 8: Deduced roles alignment factors play in a BPR project
Alignment Factor Deduced role alignment factor played in a BPR Project
Intention and Support Understanding of the IT value that led to appropriate allocation of IT

resources to the BPR project and strategically placing IT in BPR project.

Working Relationship Communication that facilitates strategy development, speed of action and
meeting project deadlines.

Shared Domain Knowledge Understanding of the business needs and adequately placing IT in a BPR
project to achieve the identified business need.

IT Projects and Planning Understanding and communicating business solutions with already an
indication of budget, technology and timeline.
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Alignment Factor Deduced role alignment factor played in a BPR Project

IT Performance Driving innovation in driving a BPR project and keeping organisations
competitive in their respective industries

Source: Author’s own construction

The study revealed that all alignment factors should be considered in an organisation during
a BPR project and the BPR team can best facilitate this. The responsibility of a BPR team in
this regard, will be to facilitate communication between those two entities, to assume
commitment and to foster support through means of allocating necessary resources. To add
to this, the BPR team will further have to ascertain that the business needs are an integral
part of the IT projects.

The study further discovered an additional factor besides the five alignment factors
investigated that is also key to the success of a BPR project and in aligning the IT strategy to
the business strategy in a BPR project. This element is the involvement of the organisation’s
stakeholders under business process change management. This element entails identifying
customer needs and making them part of the change requirement. In addition, making
external parties directly and/or indirectly involved with the organisation to be a part of the

change management.

6. CONCLUSION

The research set out to determine factors pertaining to the attainment of IT-business
strategic alignment within the context of BPR. The research findings assisted in
understanding the mapping of different alignment factors to different phases of the BPR
methodology. The research analyses determined different roles played by alignment factors
at different phases of a BPR project and from this understanding a conceptual process map
for IT-business strategic alignment in BPR context was developed, which is depicted in
Figure 10 in section 4.3. The conceptual process map is valuable to the BPR team who are
required to carry out the different phases of the BPR project by taking cognisance of the

various alignment factors and mapping the alignment factors to the relevant stages.

The research findings and analyses indicate that alignment factors are an imperative
element in a BPR process for both its success and for the attainment and sustainability of IT-
business strategic alignment. Lastly, the study has further identified that business process
change management can be added as a factor to the five alignment factors adopted by the
study. The study’s findings have indicated that stakeholders play a significant role in shaping

an organisation’s strategy.
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This study contributed to the body of knowledge in the IS research field in the development
of a conceptual process map for IT-business strategic alignment within a BPR context and
makes a further contribution to practice. Process owners, project managers, strategists in
both the management and informatics fields will find this study to be of value as it provides a
clear process map on how IT and business misalignment can be avoided and conversely
how alignment can be achieved and maintained within their respective organization and

industries.

Some of the limitations faced was identifying a list of organisations that have undertaken or
are currently undertaking BPR projects and getting these organisations to agree to
undertake the study. This resulted in the study being limited to a small sample size. Despite
this limitation, the study yielded rich data and insights from interviewees through the design

of a structured interview schedule.

Future studies can investigate the stakeholders’ requirements as an additional success
factor towards IT-business strategic alignment in a BPR context. Future studies can also
assess whether business processes change management can facilitate alignment between
IT and the business.
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