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It is generally accepted that one of the key factors for successful IS planning and imple- 
mentation is the close linkage of the IS strategy with business strategy. However in 
practice this linkage is not yet well established. It is the conventional wisdom that this 
linkage problem is solved by analysing the corporate strategy and integrating IS issues 
and solutions in this. This paper develops an alternative approach to IS and business 
strategy alignment, based on the observation that corporate strategy is either unknown or 
unadaptable once it is fixed. It argues, therefore, that ex post IS alignment will seldom be a 
success. The proposed approach is based on the current theoretical concepts in informa- 
tion management, links them in a framework, and integrates the process of corporate 
strategy definition with the process of IS strategy definition. However, it should be added 
that the resultant general alignment map will be different for different industry sectors. 
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From a reading of the general management literature, 
one might conclude that the concept of business 
strategy is far from clear and different definitions 
prevail . ‘.* Despite this ambiguity, the following work- 
ing definition is proposed: ‘Corporate Strategy is a 
proposed action or sequence of actions intended to 
have far-reaching effects on the company’s ability to 
achieve its business objectives’. As such, it fits between 
policy and tactics. 

Strategic information systems planning (SISP) also 
has a number of different definitions3-6. Leaving aside 
the information management dimension to SISP, the 
following definition is adapted for the purpose of this 
paper: ‘Strategic information systems planning is the 
process of deciding the objectives for organizational 
computing which the organization should implement’3. 

These definitions allow the alignment of both 
activities. However, since information and knowledge 
is central to decision making, and since decision 
making is central to both, an additional level needs to 
be added, i.e. that of creating information and know- 
ledge’. 

Recent research3-6 confirms that despite the growing 
number of theoretical frameworks for SISP, practice 
still struggles with, and needs the integration of, SISP in 
the business strategy. In addition, severe problems exist 
in the execution of a SISP. The findings of Lederer and 
Sethi for example, seriously challenge the utility of the 
planning methodologies which are in common use. 
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Major conclusions of this research include that 
organizations with less sophistication in business 
planning have more severe problems than those with 
more sophistication. Organizations with less participa- 
tion by the IS department in business planning have 
more severe problems than organizations with greater 
participation. These findings lead to the conclusion 
that an investigation into the integration of business 
planning and SISP is called for. Integration of IT and 
business strategy does pay off4. 

A number of problems make this integration 
difficult, however. These include organizational 
structural deficiencies, communication problems 
between management and data processing people, 
strategic management model deficiencies and the 
highly contingent nature of strategy’. Galliers’ 
mentions, in addition, the lack of management commit- 
ment to planning, particularly that associated with IS/ 
IT, the lack of IS planning experience and credibility, 
and the inadequacy of business plans and direction. 
Some practical issues associated with these problems 
in finance and telecommunications are discussed in 
Baets”. “. In general, it seems that companies are 
struggling with problems associated with decision 
making based on incomplete formal information’. ‘*, 
the necessity to deal with less-routine and less-formal 
management informationI and technology push in 
the area of information and knowledge manage- 
ment’4-‘6. 

Gaining competitive advantage via IT depends on 
the interaction between industry conditions and 
internal capability to identify and exploit opportunities4, 
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which again stresses the need for integration between 
business and IS strategy. Efforts to deploy IT for com- 
petitive advantage which are best known’7-2’, mostly 
concentrate on ‘niche’ applications within the industry 
concerned. They sometimes neglect the core business, 
which in practice still makes an impo~ant profit 
margin, employs most resources and leads to most 
problems. 

Despite the existence of some good IS alignment 
models22*23, a recent research project amongst North 
American and European IS managers2“ shows for both 
groups the alignment of IS strategy and corporate 
strategy as the top priority for the future. 

Solving the probiem ofwhy so much money is spent 
on IS/IT without the expected benefits, would appear to 
require the integration of corporate business processes 
and information management, based on adequate 
information systems and technology management. 
The only valid measurement of success for IT is that 
concerned with evaluation via common business per- 
formance indicators. 

The approach developed in this paper attempts to 
solve the problems of alignment with a view to 
improving the effectiveness of IT. Given the in- 
adequacies of business strategy, the approach con- 
centrates almost as much on it as it does on IS strategy 
per se. Aspects of the approach are: information 
strategy (what); information management strategy, IT 
strategy and change management strategy (how); and 
human resources strategy associated with IS/IT 
(who)6*25. The approach attempts to align both strategies 
throughout the process in different industrial sectors. 
While it has been applied within the banking industry, 
further research is required to assess its adaptability in 
other sectors. 

Overview of strengths and weaknesses of 
existing methodologies 

A number of methodologies and frameworks exist in 
the field of IS strategy definition and even more 
specifically in the field of IS strategy alignment. Some 
of these will be discussed briefly as a precursor to the 
introduction of an extended model for the strategic 
alignment process. 

Earl’s ‘New IS Pyramid’2s gives a first impression of 
how different types of applications developed over 
recent years can be categorized. It is a first attempt at 
integration. However, it fails to integrate issues asso- 
ciated with hardware, architecture and database with 
the information and application aspects. For this 
reason an extension of this concept, which does 
integrate these aspects, and which will be described 
later as the ‘Information Pyramid’ will be used in this 
paper. Both concepts are static ~histo~cal) and hence 
not appropriate to describe and guide the process of 
alignment. 

The stages of growth model (e.g. Galliers and 
Sutherland 6.27) is a well known dynamic representa- 
tion of the IS planning process within a company. 
As a first step this approach should be applied to each 
aspect of the business, thus providing a ‘linear’ repre- 
sentation of the growth processes. It does not, however, 
concentrate on the feed-back mechanisms which are 
very valuable in the process of IS strategy alignment. 

The stages of growth model is therefore more of a 
thought provoking framework for SISP, than a guide- 
line approach to alignment. 

An interesting extension on such ‘strategic frame- 
works’ is that provided by Ward, Griffiths and Whit- 
more28. They position the activity of IS strategy defini- 
tion in the context of a company within a broader 
economic environment. They stress the necessity to 
consider the economic environment as broadly as 
possible, before focusing on markets and corporate 
values. Though this is not an alignment process in 
itself, it provides an economic framework in which 
such an alignment process should take place. A 
criticism of existing alignment processes is that they 
suppose that the necessary information is known and 
managed accordingly. This, as we have argued, is not 
always the case. Therefore, incorporation of an 
improved understanding of necessary information will 
be an important step in successful IS strategy align- 
ment 

At the other end of the alignment process, IS strategy 
should be translated in an ap 

Ps 
lications development 

strategy. Amongst others, Earl proposes a ‘multiple 
methodology’ to enable this translation process. Once 
an aligned strategy exists, Earl’s approach can be used 
to develop an aligned applications strategy. 

Two IS strategy alignment models that are comple- 
mentary to each other are the ‘Strategic Alignment 
Process’ of MacDonald23 and the ‘Enterprise-wide 
Information Model’ of Parker, Benson and Trainor2*. 
The two approaches are combined in Figure 1. 

MacDonald’s ‘Strategic Alignment Process’ con- 
siders four activities and its interactions: business 
strategy: organizational infrastructure and process; IS 
infrastructure and process; IT strategy. In a broader 
context it also considers: competition; organizational 
change and human resource issues; IS implementation 
processes and tools; global IT platform. This alignment 
process presupposes the participants’ awareness of the 
economic environment and its relevant information. 
Furthermore it assumes that all participants know the 
corporate strategy and, of course, it pre-supposes this 
corporate strategy is clear and agreed by all. However, 
prelimina~ research undertaken by the author in a 
well ranked European bank showed quite clearly that 
many of its middle managers, charged with carrying 
out the corporate strategy on behalf of the bank, were 
unable to define the corporate strategy. They were 
unable to undertake a reasonable strengths, weak- 
nesses. oppo~unities and threats (SWOT) analysis and 
they had no clear view of the future of IT as a platform 
on which aspects of business strategy could be 
based. Given this preliminary research, MacDonald’s 
Alignment Process seems difficult to apply in such 
circumstances. 

Though Parker, Benson and Trainor” develop what 
they call processes of economic justi~cation of IS 
investments, the ‘Enterprise-wide Information Model’ 
actually describes a similar process of IS alignment as 
MacDonald’s model. This methodology stresses a little 
more the economic validation of the process, but does 
not deal with the weaknesses mentioned above. 

In conclusion, a conventional paradigm (like the 
ones of MacDonald and Parker, Benson and Trainor) 
would start from the corporate strategy and attempt to 
integrate the IS strategy within it. Given the difficulties 
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Figure 1. Strategic alignment process 

identified above, it is argued that we should extend the 
existing alignment models, put them in a broader 
framework of information needs analysis (before even 
attempting the process of alignment) and not just 
attempt to align IS strategy into corporate strategy, but 
define them in parallel. 

Information need (strategic information) 
[Environment] 

This paper attempts to describe an approach that 
has been developed to perform this and goes on to 
describe briefly its application in the banking sector. A 
more detailed account of the banking sector applica- 
tion is given in Baets29*30. 

Extended framework 

Figure 2 is an extension of the model shown in Figure 1, 
based on the arguments of the preceding section. In 
extending this model, it is necessary to identify a 
number of ‘necessary and sufficient’ conditions for 
success. These include: 

1. The alignment process itself needs to be effectuated 
based on a map, specific to each industrial sector with a 
view to positioning the case of a particular company in 
relation to industry conditions. This map can be con- 
sidered as a tool to serve the strategic alignment 
process. The basis of such a map will be the stages of 
growth model, mentioned earlier. An example of such a 
map for the banking sector is described later in this 
paper. 

Figure 2. Extended strategic alignment model 

Whitmore28, described above, will be used to assist in 
this regard. 

2. Since we cannot presume the existence of sufficient Figure 2 is extended from Figure 1 in the sense that it 
knowledge relating to the industrial sector and the includes these two ‘conditions for success’. The align- 
specific company, we need to add this additional ment process, indicated in Figure 1 as happening in 
dimension to the map. Although this dimension will be abstraction between the business strategy, the business 
adapted during the process, a first detailed description organization, the IS infrastructure and process and the 
is needed, focusing on the process of alignment itself. IT strategy, takes place in Figure 2 on the basis of a 
The Strategic Framework of Ward, Griffiths and ‘Corporate Strategy and IS Map’. Operating the 
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Strategic Alignment Process on a concrete corporate 
map, will overcome some of the shortcomings des- 
cribed earlier, and fulfils condition 1. Detail is given 
later how such a map is created. 

A second extension to Figure 1 is the explicitation of 
the Information Needs Analysis. As argued before, and 
summarized in condition 2, sufficient knowledge of the 
economic, industrial and environmental aspects is an 
integral part of the alignment process. Environment in 
the context of Figure 2 has to be understood as all 
economic conditions in the business world which 
could be of importance to a particular company. 

Before summarizing the implementation of the 
proposed approach, it is important to stress that while a 
central figure in this process of alignment will be the 
Information Manager, the driver will need to be top 
management. 

Summary of the implementation of the 
approach 

To apply the extended strategic alignment model in 
practice, the dynamics of the process need to be des- 
cribed. This section af the paper provides, in summary, 
the steps to take in applying the model, an illustration 
of which is provided as Figure 3. Whereas Figure 2 
describes the concept of the alignment process, Figure 
3 describes the dynamics of the implementation. Both 
steps 1 and 2 of Figure 3 happen in the sphere called 
‘environment’ in Figure 2. As such they proceed and 
prepare for the alignment process itself. These stages 
provide information and knowledge which allows in 
step 3 the creation ofthe corporate map, necessary to be 
used in the strategic alignment process itself. Step 3 of 
Figure 3 includes both the creation of the corporate 
map, as well as the strategic alignment process. 

Step 4 completes the process, in order to define the IS 
(IT) strategy which is the outcome of the alignment 
process and which by definition fits the corporate 
strategy. Step 5 translates this IS/IT strategy into an IS 
applications strategy. Both steps 4 and 5 are not dis- 
cussed in detail in this paper, since frameworks exist to 
implement them. Some brief references will be given, 
however. Steps 4 and 5 take place in the ‘environment’ 
of Figure 2. 

Top Management 
Commitment 

1 I 

Staff Management 
Commitment 

Figure 3. Process of aligning information systems with 
corporate strategy 
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The different steps of Figure 3 attempt to highlight: 

1. The information needed for decision making has to 
be analysed based on the concepts of economic 
environment, market, competition, market share, 
corporate operations. 
2. The use of the Information Pyramid allows the 
integration of step 1 into the IS architecture, still being 
in the ‘environment’ of Figure 2. It describes in a way 
the ‘current state of affairs’ of information manage- 
ment within its technological context. 
3. Knowledge modelling and strategic alignment is the 
process which allows iteration on shared values, com- 
petitive advantage, organization, etc. A useful tech- 
nique that can be employed here is that of a business 
game together with spin-off discussions on the basis of 
a company’s own, industry-related map. This process 
converges on an overall corporate strategy, after a 
number of iterations. As much as this step concentrates 
on knowledge building and application of this know- 
ledge in the strategic alignment process, a by-product 
of this step is the adaptation or establishment of a 
corporate strategy, as argued earlier in this paper. The 
company’s own map is based on the stages of growth 
model. 
4. An IS strategy, integrated into the overall corporate 
strategy, can now be defined. This step has all to do 
with the definition ofthe IS strategy, the IS architecture, 
the data models and structures, etc. 
5. A multiple approach may be the most appropriate 
to translate this into an IS applications strategy. 

It is important in each step to consider the commitment 
needed by either top management or staff management. 
For example, the step concerned with information 
needs analysis will need extensive top management 
involvement in order to prevent the creation of an IS 
strategy which is unable to answer to management 
questions. Finally, some issues are more descriptive, 
others have to do with integration within the context 
of the business as a whole, and some are rather 
analytical. Different types of issues need different 
people to deal with them. 

Information needs 

In any management decision, the quality of the decision 
is limited by the quality of the information on which it 
is based. Furthermore, information has become the 
life-blood of the company and has been shown to be 
the central point of focus in the overall corporate 
strategy’. But if information is central and is considered 
as the life-blood of the company, it has to be managed 
accordingly. User involvement is of paramount 
importance 3’.32 Different approaches exist to improve 
this involvement33* 34. 

In order to structure the information need, one 
should start from the concept of the company in its 
environmen?*. First of all one needs to consider 
aspects of general economic climate, such as inflation, 
interest rate levels, political climate, etc. In a second 
stage, this broad environment can be focused a little 
more on the economic environment in which the com- 
pany operates. Only then, can one consider the market 
place, on which supply and demand meet in order to fix 
the level of economic activity. The latter stage has 
everything to do with competition. This market place 
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decides the market share for each competitor, on 
which a company only has an indirect influence (e.g. by 
price, promotion, etc.). Finally, the company can con- 
centrate on its internal policy: its values, objectives, 
organizational structure and performance evaluation. 

In this way a company can successfully integrate its 
strategy into the real economic world (external environ- 
ment, pressure groups, stake-holders), it can relate 
these external aspects to the internal corporate decisions 
(such as value system, objectives, monitoring and 
control). 

A simplitied schematic form ofthis concept is shown 
as Figure 4. Figure 4 can be used as a tool to focus on 
the information necessary for decision making, helping 
managers to define the information needed, following 
the steps mentioned. The use of facilitators in this 
process may helpt6, since not all managers are able to 
define clearly, concisely and easily the information 
needed for decision making. 

Current state of affairs of the IS architecture 

In the previous stage, we attempted to define the 
business environment in broad terms (including 
information internal to the company, but which is in a 
way out of the direct control of the company). A next 
step is to integrate the information needed within the 
existing IS architecture and system. This allows 
evaluation of the actual process of information gathering 
for decision making. 

This stage integrates the more technological and 
systems considerations with those of a general manage- 
ment perspective and decision making, still working in 
the ‘environment’ of Figure 2. At this stage, it remains a 
‘current state of affairs’, building a coherent picture of 
information needs, decision support capabilities and 

ac’~~~~.~~~~~~~~~ng the integra_ 

tion of aspects of information needs analysis and 
decision support capabilities into the more techno- 

External environment: e.g. Politics, . . . 

Environment of the company (shareholders, . ..) 

Market-Competition (strategies, . ..) 

Market share 

b&ure 4. Structure for corporate information 

Information 

Quality of decision 

Raw Data 

Volume of data 
Figure 5. The Information F’yramid36 

logical considerations of architecture and systems. 
This integration is illustrated in Figure 5. On the X-axis 
the volume of data is dealt with (centred around 0), and 
the Y:axis deals with the increase in the quality of 
required information and hence an increase in the 
quality of decisions. Decision support aims to limit the 
volume of data, in order to increase the quality of 
information and hence improve the decision. Decision 
support should be structured as follows. 

Starting with external data (external to the decision 
making process), an entry point is created which 
gathers raw data. The next step is to organize this data 
into a database management system. One can then 
create user-friendly access to this, overcoming SQL- 
type problems for occasional IS users (such as 
semantic databases, interfaces and so on). 

One can include in this DBMS approach a ‘library- 
type system’ containing informal information, enabling 
searching for text strings. The more one deals with 
informal and non-routine information, the more this 
kind of information will be stored in text strings. How- 
ever, the problem is far more complex than that. 
Integrating informal information into a structured 
information model, changes by definition the nature of 
the information. ‘Knowledge management’ is a key 
element here16. The misuse of the 20-80 rule in 
management3’ is just one dramatic example of the dif- 
ficulties. Since only 20 per cent of the effort produces 80 
per cent of the result, a lack of correct ‘knowledge’ may 
result in concentrating on only 20 per cent of the 
business. Since the 20-80 rule is a general rule to which 
all systems tend to comply, cutting away the 80 per cent 
‘unproductive’ activities will imply the collapse of the 
company in the longer term. 

At this level in the Information Pyramid the quality 
of decision making is improving since there is some 
accessibility to data, but there is still hardly any 
integration. Marketing data and production data are 
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alongside one another. In the best of cases they can be 
considered simultaneously. 

What management needs is integrated information 
and knowledge. How do production data influence 
marketing data? And hence how does an IS strategy 
influence the overall corporate strategy and its protit- 
ability? A way to find out about these interrelations is to 
create a model to describe them. In this step, one can 
create a lot of information, and raise the quality of 
decision making dramatically, as opposed to the use of 
considerable quantities of (useless) data. 

Models can be used to simulate thinking, which then 
allows what-if simulations on the overall activity of the 
company. One can even optimize management deci- 
sions, but too much detail on these topics would bring 
us into the domain of management science. However 
it should be clear that decision support, which aims to 
improve the quality of decision, has to have the 
structure shown in Figure 5. On top of such a pyramid, 
one can successfully place an executive information 
system, for example, which allows easy access to the 
different levels of the pyramid (motor). 

The use of the Information Pyramid is again a 
support concept and tool, facilitating in this case the 
process of the definition of accessibility of information 
needed and more specifically its accessibility in the 
actual IS architecture. It concentrates not on the 
information need as such (what the first step did), but it 
concentrates on the quality of decision support, 
delivered by the actual IS. 

Once steps 1 and 2 of Figure 3 are dealt with, all 
background information is available to proceed with 
the building of the corporate map and the execution of 
the strategic alignment process itself. 

Alignment process 

The design of the corporate map and its use in the 
strategic alignment process has much to do with 
management of uncertainties. It is argued that an 
instrumental treatment of uncertainty seems approp- 
riate in this context3*. This suggests an action research 
approach. Recent literature3’ suggests four possibilities: 
operational research, soft systems methodology, socio- 
technical systems design, viable systems diagnosis. 

In this stage, an attempt is made to create a corporate 
map, describing the different aspects of corporate 
strategy and IS strategy. As argued before, these issues 
of corporate strategy and IS strategy are not always 
clearly perceived by the management. Depending on 
the situation in a particular company, soft systems 
methodology40 can help to prepare the work of 
problem detinition. This methodology, however, is 
limited in its ability to deliver a map, readily usable for 
simulation. 

Operations research techniques are well known 
within the business community, and hence will be the 
more easily accepted. It is generally accepted that most 
operations research techniques are not very well suited 
to model the softer aspects of management. As a com- 
promise between the soft systems methodology and the 
‘harder’ operations research techniques, the use of 
neural networks seems promising therefore4’.42. 

The corporate map aims at being the best possible 
description of the company, integrating all different 
aspects of its activities, interactions, market and 

environmental influences, etc. Even if the latter is 
difficult to translate into a symbolic language, the 
strength of the model will be the integration of these 
soft, organizational aspects. This stage needs a lot of 
expert input. Knowledge management is the key to the 
success of this stage. 

In order to begin developing this corporate map, an 
econometric company model can be designed. Later 
this model will be enhanced with organizational 
aspects43. The model will focus the debate on concrete 
shared beliefs, or at least knowledge should consensus 
not be forthcoming. It helps to clarify risk and 
uncertainty. 

A practical way of using the developed map is 
through the use of a business game. The model on 
which the game is based can be a generic model for the 
sector. Advantages ofthe use ofbusiness games are dis- 
cussed in Elgood4 . A practical example of such a game 
for the banking sector can be found in Baets45. 

The business game should help to clarify the different 
points ofview within different strata of the company as 
well as those of different departments. These inputs are 
gathered by questioning and will highlight structural 
disagreements, different concepts of the company, its 
goals and future directions and different information 
needs to improve the decision making process. 

Since this process contains mostly soft information 
and involves many strategic considerations, con- 
vergence may well be difficult to achieve. Indeed, it can 
be argued whether convergence on these topics is 
possible or even desirable at all. The point is that 
obtaining shared understanding (or possibly observing 
disagreement) can help considerably in focusing on 
strategy. 

Armed with the experience and the actual outcome 
of this step, we can concentrate more on the IS side of 
the equation. In order to integrate explicitly aspects of 
IS and IT in it, the particular model of the industrial 
sector will be built around the stages of growth 
mode126.27. This form of the model attempts to take into 
account the company’s culture, shared values, staff and 
skills, as well as its strategy, systems and structure. In 
Galliers’ terminology6 this concentrates on the relations 
between business strategy and IS strategy. 

The use of Galliers’ stages of growth model enables 
the company not only to be positioned relative to the 
stage of growth in its use and management of IT but 
also helps to clarify the issues that need to be con- 
sidered for future growth. This framework is obviously 
important in defining the next steps to take, taking into 
account the information needs identified previously, as 
well as the current stage of growth. 

Later in this paper an example of the final map 
obtained from this process for the banking sector will 
be given. In any particular case this map may be used 
as reference, but is likely to require adaptation to take 
into account local considerations and circumstances. 

Defining an integrated and aligned IS strategy 

Having gone through the process of IS strategy align- 
ment in the previous step, we are now able to return to 
the definition of the IS strategy itself. 

Starting from the overall corporate strategy, one can 
re-use the concept of the information pyramid, in order 
to detail the IS strategy, the desired IS architecture, the 
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technology used and available, data structure and 
database design, and so on. Dealing with the IS strategy 
only in this stage, guarantees that the corporate strategy 
will lead to the definition of the IS strategy, and hence 
that corporate strategy will benefit fully from the 
designed IS strategy. This, as well as the next step, are a 
little outside the scope of this paper, but are included in 
outline for the sake of completeness. 

IS applications strategy 

As a result of the previous work, the definition of the 
most adequate IS applications strategy can be con- 
sidered, for example, by using Earl’s ‘Multiple 
Methodology”‘. All three aspects of IS applications 
strategy formuiation (top-down, bottom-up, inside-out) 
can be considered, being part of a global information 
strategy, based itself on the overall corporate strategy. 

This stage concentrates on the translation of the IS 
strategy into the specific IS applications. Though this 
stage is an important one in terms of effort and output, 
it should be clear that it follows from the earlier con- 
ceptual works. However, if we accept that strategy is to 
do with doing the right things, tactics are to do with 
doing things right, we need to bear in mind that only a 
combination of both amounts to good management. 
Defining the IS applications strategy is more to do with 
doing things right, and is hence an extremely important 
component of the overall requirement. 

The banking case 
For each industry sector this general approach of align- 
ment can be applied, but there will clearly be dif- 
ferences in different industrial sectors. The approach 
has already been applied successfully in the banking 
world29. 30. A brief indication only of the results will be 
given here as a more detailed discussion is provided 
elsewhere29. 30. 

Through research within the industrial sector, both 
desk research and field research, the information need 
analysis is undertaken for the sector, both concentrat- 
ing on general banking problems as well as on the 
relationship between these problems and IT. In this 
particular case some elements of organizational theory 
and individual managerial decision style (such as 
business unit management, enterpreneurship, leader- 
ships style, creative problem solving style, etc.) were 
included, since they are important to the banking 
sector. 

This research also enabled building a picture of the 
general market conditions (macro economic level) and 
the buyer behaviour criteria (micro level) in the sector, 
which, together with a completed stages of growth 
model26 helped to form a second layer of information. 
The third layercomprises the banks corporate strategy, 
an economic model of the company and the economic 
justi~cation of it. 

Combining these three layers, through the dynamics 
of the alignment process described above, enabled a 
‘map’ of strategic information systems planning in 
banking to be drawn up (see Figure 6). After empirical 
validation of this map, it will be applied more generally 
in the banking sector, in order to observe, compare, 
understand and improve IS management in any 
particular bank. The empirical validation is being 
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undertaken using neural network techniques, based on 
information gathered amongst 150 managers from 
seven European banks. The map shown in Figure 6 is 
an example of a map which is used in the third step of 
the process, shown in Figure 3, and which is the central 
tool in the extended model, shown in Figure 2. Based 
on this map, the alignment process will take place. 

Conclusions 

In this article, an attempt has been made to develop an 
approach for successful IS alignment with corporate 
strategy, which is both theoretically sound and 
practical. 

This approach takes into account the need for: 

linkage between IS strategy and overall corporate 
strategy; 
commitment to and involvement in IS strategy and 
planning on behalf of senior and middle manage- 
ment; 
assessment of the economic value (rather than just 
the financial value) of IS implementation and 
planning; 
the lack of a clear understanding of corporate 
strategy amongst (middle) managers; 
the lack of a clear picture of the information needed 
for decision support and decision taking. 

IS strategy is becoming an on-going management 
activity and is an integral part of the dynamic process 
of defining and monitoring corporate strategy. 

A number of spin-off advantages could be as 
important as the approach itself: 

the overall corporate strategy can be defined, adapted 
and improved if currently inadequate or even non- 
existing; 
communication can be improved between different 
functions and between different hierarchical layers; 
a number of company-cultural values, based on 
shared understanding and vision of the company 
are likely to be developed. This will facilitate the 
management of changes, necessary to implement 
the strategy; 
an inventory of knowledge will result and additional 
knowIedge will have been created about the com- 
pany. 

Some limitations and weaknesses remain: 

the integration of behavioural aspects in a map 
(model) implies serious uncertainties, which have to 
do with the limitations of estimation techniques in 
general; 
though classical quantitative techniques are not 
adequate to validate such a map, neural network 
techniques are still experimental; 
the process of alignment is lengthy and needs 
impo~ant involvement on the part of different 
layers of management; 
the banking sector is but one sector in which to 
apply this process. The services sector has com- 
parable characte~stics and is likely to present few 
problems. However, industry may prove to be so 
different in nature that the general process des- 
cribed here may be inadequate in this context. Since 
the emphasis in industry is less on people but more 
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on producing processes, less on organizational 
structure but more on hierarchical decision making 
and less on technology based products but more on 
technology support, some of the bases of this 
approach may prove to be inadequate in this 
context; 
more empirical evidence is necessary on the practi- 
cality of the method, and its economic value, for 
these different industrial sectors. While this 
approach has been applied to the banking sector 
and promising results have been obtained, further 
testing is clearly necessary. 
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