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Abstract
This dissertation focuses on the dynamics of Cloud Computing and their potential impact on
business-IT alignment. A review of the literature concerning business-IT alignment found
the area to be a topic of major concern for senior IT managers in many companies. It also
found that despite intensive research in the area, and the implementation of practical
models for assisting with this alignment, the art of successfully aligning information
technology with the business functions in organisations remained a significant challenge.
The literature suggested that there were many complex factors affecting business-IT
alignment, and that the degree of influence exerted by each of these factors was highly
dependent on the context in which it was measured. This qualitative analysis of the
business-IT alignment problem, using the case study method to understand the subjective
perceptions of influential IT decision makers in large organisations in Ireland, confirms the
findings of the literature. The degree of alignment in organisations is highly dependent on
the backgrounds of influential decision makers.
The literature very clearly delineates two views of the strategic importance of IT to
organisations: the 'Resource-Based' view of IT as a strategic resource, and the 'Contingency'
view of IT as a function facilitating the business strategy. This research found very clear
linkages between the backgrounds of the interview subjects and the views they formed on
the strategic importance of IT.
The advent of Cloud Computing adds another variable to the already complex problem of
business-IT alignment. However, in contrast with the subject of business-IT alignment,
there has been very little business research done on the effects of Cloud Computing
adoption on organisations. This research paper found that while there were mixed views on
how the Cloud would impact business-IT alignment, the overall perception was that it
would hinder, rather than help with the issue.
This may seem counterintuitive, as one of the primary selling points of Cloud is its model of
utility computing, where the consumption of IT services is as simple and predictable as the
purchase and use of electricity. This research found that it was this very promise, and the
willingness of non-IT managers to believe it, that would exacerbate alignment difficulties.
The research found that senior IT managers believe IT governance, architecture and
systems integration to be intricate processes, that need to be managed by IT professionals
to deliver successful IT services to the business. The Cloud paradigm, therefore, not only
has the potential to make alignment more difficult, but it could also threaten the very
existence of the IT department itself.
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Section 1: Introduction
There is so much publicity surrounding Cloud Computing, that in 2011, Gartner declared:
―While clearly maturing, Cloud Computing continues to be the most hyped subject in IT
today.‖ Irrespective of the hype, the Cloud Computing industry worldwide has grown
exponentially in the last 3 years. A recent (Market Research Media, 2012) report quoted by
Bloomberg (Kharif, 2012) estimates that the industry will have a compact annual growth
rate of 30% over the 5 years from 2015 to 2020, and an IDC report in the same year found
that Cloud-related business revenue could increase to $1.1 trillion by 2015 (McCafferty,
2012, p.11). In Ireland, Microsoft and research firm Amárach published a Cloud adoption
index of Irish firms in March 2013 (Amárach Research, 2013). The report states:
―Nearly two fifths (37%) of the (151) organisations surveyed have already deployed Cloud
Computing. This rises to over half (53%) of the largest category of organisations (employing
more than 250 people).‖
Cloud adoption, therefore, is not only occurring worldwide, but is demonstrably doing so in
Irish firms, and its‘ adoption is more pronounced in the larger of these firms.
Yet, there are potentially significant implications for the IT departments of these adopting
organisations. Mooney, Ross and Phipps (2012, p.3) advise companies adopting Cloud
Computing to ―Rethink the IT value proposition (and to) redevelop the IT organization‖.
Cloud Computing has the potential to fundamentally alter the business-IT alignment
paradigm in organisations.
It is the objective of this research, therefore, to ascertain the effects of Cloud adoption on
business-IT alignment, and to do so specifically within an Irish context. It is then the
purpose of this study to explicate these effects.
In doing so, it is intended that this research will provide a valuable contribution to the
academic literature pertaining to the subject of Cloud Computing's impact on business-IT
alignment. As Martson et al. (2011, p.181) point out:
―While there is an impressive amount of literature on Cloud Computing in computer
science, there is still a dearth of literature in the IS (Information Systems) area that looks
at Cloud Computing.‖

9

Moreover, given that ―aligning IT and business (has been) the top concern of IT Managers
for almost 30 years‖ (Luftman and Ben-Zvi, 2011, p.51) and that Cloud adoption has the
distinct potential to impact on this alignment, it is especially important, therefore, that
this research deliver useful insights and practical benefits to IT professionals and business
managers planning to engage with the Cloud.
The context framing this research is the potential for Cloud Computing to positively impact
the Irish economy, with ―three quarters (77%) of Irish firms agreeing that Cloud Computing
is a tool that can play a part in getting the Irish economy back to growth" (Amárach
Research, 2013). This also applies to the Irish Public Sector, where the Irish government
―places Cloud Computing at the heart of (its‘) ICT Strategy‖ (Department of Public
Expenditure and Reform, 2012).
Given the importance of Cloud Computing at this macro level, coupled with its potential
effects on individual organisations at the micro level, it is vital that the correlation
between Cloud adoption and IT-business alignment be understood.
Accomplishing this goal is the objective of this research.

The researcher has worked for 17 years in the IT industry, in Ireland, Germany and
the UK. As a manager in IT, he has had practical experience dealing with the issue of
business-IT alignment. He has also worked for the last 4 years in the area of Cloud
Computing.
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Section 2: Literature Review

2.1 The strategic importance of IT to organisations
Determining the contribution of Information Technology (IT) to an organisation‘s
competitive advantage has been the subject of research for over 50 years (Macada et al.,
2012, p46). Oh and Pinsonneault (2007, p.241) divide the literature on the strategic value
of IT into two theoretical perspectives: ‗resource-centred‘ and ‗contingency-based‘.
Advocates of the ‗resource-centred‘ view attribute the contribution of IT to the firm's
competitive advantage to either the size of the IT investment (Barney, 1991), or to the
quality of the IT investment (Brynjolfsson and Hitt, 1996, pp.121-142).
‗Contingency-theory‘ proponents, on the other hand, argue that alignment between the
―patterns of relevant contextual, structural, and strategic factors‖ leads to superior firm
performance (Doty et al., 1993, p.1196).
There is creditable support for both views. Supporting the 'resource-centred' view, Weill
and Broadbent‘s comprehensive review (1998, p.1) of ―75 firms in 9 countries in 3 separate
studies over an 8-year period‖ led them to deduce that IT should be considered an
―investment portfolio‖ and treated as a strategic capability. Or, put another way, IT
should not be considered only as a cost-centre that merely serves to support business
functions. It should be thought of as a strategic resource in its own right, with the potential
to achieve competitive advantage for the organisation.
In contrast, Shpilberg et al.‘s (2007, pp. 51-68) conclusion, after surveying 500 companies,
could be considered an endorsement of the 'contingency-based' view of the role of IT in an
organisation:
―The companies that achieve the highest growth at a low cost, manage complexity down,
source IT staffing and software wherever it makes the most sense and create start-to-finish
accountability connected to business results. Then, and only then, the best performers
tightly align their entire IT organization to the strategic objectives of the overall business,
using governance principles that cross organizational lines and making business executives
responsible for key IT initiatives.‖
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In other words, the contingency-based view argues that successful firms flexibly align their
IT resources with the organisation's strategic objectives. Not the other way around. IT
Projects should be implemented by the business functions only where it makes strategic
sense for those functions, and the responsibility for return on IT investment, or other
measures of success for IT-spend, lies ultimately with the managers of the various business
units.
Given the continual rapid advancements in Information Technology (e.g. Cloud Computing,
Big Data, Social Media, Mobile Computing) and its alternating vectors of impact on
businesses (which will be discussed in the next section), the 'contingency' view seems to
describe better the strategic importance of IT to organisations. It is also important to note
at this point that there has been substantial research and theory in this area, reflecting the
real world importance of the issue.

2.2 Business & IT alignment in Organisations
Business-IT alignment, or BITA, has consistently been the highest-rated concern for Chief
Information Officers (CIOs) for thirty years (Luftman, 2012, p.209). It is ―not just a
process, but a mindset of how IT can work for, and with, business ... in other words, a
basic principle of interaction between IT and business. In so doing, alignment can maximize
the potential return on IT investment‖ (Huang & Qing, 2007, p.174).
In the last 20 years, a number of BITA models have been developed, beginning with
Henderson, Venkatraman and Oldach who introduced the first BITA conceptual framework
in 1993 (pp.4-16). This model posits four dominant alignment perspectives. The 'Strategy
Execution' perspective views IT as the implementer of the strategy, which is formulated by
the business functions. 'Technology Potential' complements 'Strategic Execution' by
detailing the IT strategy that supports the business strategy. 'Competitive Potential', as the
name suggests, denotes the capability of IT products and services to impact directly on the
organisation's competitive advantage. Finally, the 'Service Level' perspective sees IT
governance as essential to establishing and maintaining an IT organisation that supports the
business.
Henderson et al's work laid the groundwork for future BITA models. Luftman (2000, p.10)
leveraged the BITA model to propose a Strategic Alignment Maturity (SAM) assessment
model as a practical methodology for measuring BITA in organisations. Luftman's
assessment framework includes six 'Business Alignment Maturity Criteria', namely;
Communications, Competency/Value Measurements, Governance, Partnership,
Scope/Architecture and Skills.
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The ‗Communications‘ criterion is used to measure the level of mutual
understanding, between the business functions and IT.



The focus of 'Competency/Value Measurements' is to quantify the contribution of IT
to the organisation using a 'balanced scorecard' that is pre-agreed between the
business and IT.



The 'Governance' criterion gauges the degree to which the business and IT share
responsibility for the allocation of IT resources.



'Partnership' measures how tightly integrated the business and IT strategies are
aligned.



'Scope and Architecture' is used to determine the maturity of the IT organization
itself, and the extent to which it can use technology to drive competitive
advantage.



The 'Skills' criterion looks beyond standard Human Resource considerations (e.g.
Training, Performance Appraisal) and assesses the readiness of the organisation's
culture to embrace technological change and innovation.

The overall level of BITA maturity is aggregated from the scores given by business and IT
managers, ranking each other from 1 to 5 on each of the criterion. It is important to note
that this model measure's 'perception'. This will be discussed further in the 'Methodology'
section (Section 4.)
Luftman's SAM assessment model is still widely used by organisations and consultancy firms
as the default tool for measuring BITA. This is the model that this dissertation will use in
determining the effects of Cloud Computing on business-IT alignment in Irish organisations,
(See Section 5. 'Data Analysis and Findings').
Evidently, there has been much published research and theory on business-IT alignment in
the last 20 years, denoting the importance of the subject. Moreover, BITA research has
intensified recently. In the last 6 years alone there have been numerous academic studies.
Chan and Reich (2007, p. 301) expanded BITA to include four dimensions:
"Strategic/intellectual, structural, social, and cultural". Indeed organisation culture will be
shown in the 'Data Analysis and Findings' (Section 5.) to have a significant bearing on
business-IT alignment. Guillemette & Paré (2012, pp.529-547), in an alternative approach,
encapsulated the contribution of IT to an organisation in five ideal profiles: ―Partner,
Systems Provider, Architecture Builder, Technological Leader, Project Coordinator.‖
Aspects of these profiles were observed in the Case Studies.

13

Other academic studies including De Haes and Van Grembergen (2009) ‗An Exploratory
Study into IT Governance Implementations and its Impact on Business/IT Alignment‘, which
found that "that business/IT alignment maturity is higher when organisations are applying a
mix of mature IT governance practices" (p. 123). Tarafdar & Qrunfleh's 2010 paper,
‗Examining tactical information technology-business Alignment‘, found that business-IT
alignment "increased (the) credibility of the IT function and increased business value from
IT projects" (p. 107). As Peter Hinssen (2009, p. 15) stated: ―we know more about the
mechanics of alignment than ever before."
Moreover, there are few gaps in the methodology. Li et al. (2011, p.1038) cite many case
studies (Reich and Benbasat 2000, Hirschheim and Sabherwal 2001, Grant 2003) and
numerous questionnaire surveys (Sabherwal and Chan 2001, Bendoly and Jacobs 2004, Velcu
2010) on the subject of BITA.
Nevertheless, despite the level of attention given to the area, issues remain.
Luftman (2011) points to a recent Bain & Company survey of ―more than 500 senior
executives (which) found that despite devoting enormous resources and energy trying to
align IT investments with their most important business needs, fewer than one in five
believed that their efforts were succeeding‖. Moreover, as Paul Tallon (2003) states
―It's hard to believe that IT alignment can sometimes fail to produce a business payoff. Yet
in a recent study of 238 midsize companies ... we not only found that this alignment
paradox is possible, but, sometimes, strategic alignment might actually harm a company."
Reflecting the necessity for continuing research on the subject of business-IT alignment,
Luftman (et al) (2013, p.1) issued a 'Call for Papers' through the Journal of Information
Technology in January 2013, stating "Alignment‘s importance has been well known and well
documented by academics, researchers, and consultants since the 1970‘s. Over the years,
it has persisted among the top-ranked concerns of IT and business executives. The purpose
of this special issue is to provide valuable lessons learned from cases that demonstrate best
practices in Business-IT Alignment."
It seems anomalous that the mechanics of alignment are so well understood and still the
results of attempted alignment are so diverse. One potential explanation for this is that the
factors affecting business-IT alignment are highly contextual. Attempting to identify the
relationship between context and business-IT alignment was, therefore, a contributing
factor in the rationale for undertaking a qualitative (as opposed to quantitative) analysis
for this paper.
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Furthermore, the Cloud Computing paradigm introduces a new dimension to the subject of
BITA in organisations, opening-up new avenues of research and potentially, new theory.
This will be discussed in the next section. From the Irish perspective, there are also
contextual gaps in the literature. This will be discussed in the final section of this literature
review.

2.3 Cloud Computing and Business-IT Alignment (BITA)
In a 2011 edition of the Harvard Business Review, Andrew McAfee (p. 126) judged the
importance of Cloud Computing as follows:
―How important is Cloud Computing? I would argue that it‘s a sea change—a deep and
permanent shift in how computing power is generated and consumed. It‘s as inevitable and
irreversible as the shift from steam to electric power in manufacturing.‖
Certainly, it is difficult to overstate the potential significance of Cloud Computing to the IT
industry, indeed to the competitive advantage of many organisations. Henderson and Iyer‘s
2012 study, ‗Business Value from Clouds: Learning from Users‘ made the conclusion, from
six case studies, that Cloud Computing could improve business agility and in doing so,
enhance the relationship between IT and the business, stating:
―Although IT is a key determinant for competitive success today, many companies wish for
greater support of their business needs from their IT departments. Using Cloud Computing,
companies can keep IT in lock step with their evolving business requirements.‖ (p. 52).
Despite being such a critical technology to IT executives, second only to Business
Intelligence (Luftman & Derksen, 2012), Cloud Computing presents a number of new BITA
issues for consideration by business and IT managers.
Cloud Services, such as software-as-a-service (or SaaS), are ready-made IT solutions
accessible to business users with access to the Internet. These solutions create the
potential for business functions to bypass the IT department. Moreover, some authors
actually view this circumventing of the IT department as a means to augment competitive
advantage. Garrison et al. (2012, p.68) state:
―Cloud Computing enables organizations to lower IT capital expenditures, as well as
operating and maintenance costs, while redirecting resources toward core business
activities, turning Cloud Computing into an IT-related strategy for competitive advantage.‖
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It is not only industry commentators that observe the potential impact of Cloud Computing
on BITA. Senior IT professionals themselves extrapolate a future where the rationale for
maintaining an organizational IT department is mitigated by the ubiquity of Cloud services,
available directly to the business user.
In a case study interview investigating the effect of cloud computing in the global Insurance
Company, Groupama (Shah, 2012) the CIO Jem Eskanazi, reflected:
―My view is that the more I can lessen the dependence on IT and give the business users
control of their daily life, the better I'm doing as CIO. I joke with my team, that for me the
best IT department is one that doesn't exist at all.‖
Cloud Computing has the potential to affect BITA in other ways. Li et al. (2011, p.1040)
argue that Cloud Computing enlarges both the technological scope and range of ITgovernance, and thus adds complexity to the relationship between the business and IT.
In response, a number of remedial proposals have been suggested. Li et al., in the article
mentioned above, argue for the creation of a ‗Collaboration Point‘ (p.1042) between
businesses and Cloud Service Providers (CSPs), where business processes are mapped and
agreed through an agreed process framework. This could be a potentially costly and timeconsuming exercise for individual firms, mitigating the benefits of using standard cloud
offerings in the first place.
Another proposal is the creation of a Cloud Services Brokerage (CSB) role, ―a third party
company that adds value to cloud services on behalf of cloud service consumers.‖ (Forbes,
2012).
The brokerage role does not need to be sourced from an external company. Peter Ross‘
(2011, p. 69) qualitative research finds that:
―The changing ‗role‘ of ICT workers in a Cloud Computing environment may further help to
reduce the scale of ICT worker layoffs. Under this scenario rather than ICT workers being
made redundant per se, some ICT workers will simply shift from a technical to more of a
liaison role as they engage with external service providers."
In other words, Cloud Computing may not bring about the demise of the organisational IT
construct as it is known today, but will most likely reshape it.
For example, skilled IT infrastructure staff, that work in organisational IT departments
today, may find the requirement for their role diminished as the IaaS uptake increases.
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These technicians will either stay with their organisation and retrain as technology liaisons
with Cloud Service Providers, or leave the company, perhaps moving to the CSP.
An alternative outcome for the IT department, in a future of cloud computing, is that it
ceases to exist as an entity. In this scenario, relevant IT skills are embedded with the
business functions of the organistaion. Lew Tucker, cited by Mache Greeger (2009, p. 54)
states:
―If the marketing department wants to run a new kind of application, traditionally you had
to get the IT department to agree to help you build and deploy that application. Now IT
departments are able to say, ―You‘ve got your own developers over in your area."
While there are a number of suggested solutions for dealing with Cloud Computing and
BITA, there has been little primary research done in the area. In 2011, Li et al. (p. 1040)
asserted: ―To date, the research of alignment in CCE still remains blank‖.
A full critique of Li et al.'s article is included as Appendix 1.
While some primary (case study) research has been carried-out on the effects of Cloud
Computing on the organisational IT department (Peter Ross, 2011), the focus has not been
specifically on its' effects on BITA. This paper attempts to look specifically at the
relationship between Cloud adoption and business-IT alignment.

2.4 Context: Ireland and IT
The importance of the IT industry in Ireland in 2013 is reflected in the fact that it is one of
the few economic sectors experiencing employment growth, rising from (approximately)
70,000 in 2006 to 81,000 in 2013 (CSO Ireland, 2013).
In contrast the overall Industry figures for the same period shows a decline from
(approximately) 294,000 to 231,700. Enterprise Ireland (2013) define the key activities of
the IT sector in Ireland as: ―Developing hardware and devices, operating systems and
software, digital content … Providing consultancy and services, systems integration,
outsourcing, data supply and storage‖. Nine of the ten top global ICT companies (e.g. IBM,
SAP) maintain a presence in Ireland, as do all of the top five software companies (e.g.
Microsoft, Google, Facebook). The Enterprise Ireland ICT fact-sheet describes cloud
computing as a ‖major evolving industry. Analysts estimate that Cloud Computing sales by
Irish firms could reach 9.5bn euro per annum by 2014 and provide jobs for approximately
8,600 people.‖
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Given the importance of the IT industry in Ireland, and in particular Cloud Computing, it is
surprising that there is little academic literature relating to Irish IT with a business focus.
This information must be gleaned from secondary sources; statistical publications,
newspaper articles, websites or IT consultancy reports. The Microsoft/Amárch survey
mentioned in the Introduction is the most comprehensive report into Irish business
attitudes to Cloud adoption to date.
Again, through secondary sources, we have some view of the state of BITA in Ireland today.
For example, Deloitte‘s quantitative CIO survey of 2012 found that the ―year has seen a
vast improvement in CIO perception of IT/business alignment. 71% of CIOs now rate
alignment as either good or excellent."
Overall, however, there is a sizeable contextual gap in the academic literature relating to
the effects of Cloud Computing on BITA in Irish companies. This research is an attempt to
narrow that gap by answering the research questions in the next section.
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Section 3. Research Questions
o

Question 1.
o

How is Information Technology viewed by senior IT managers in large
organisations in Ireland as a contributing factor in achieving competitive
advantage?

o

Question rationale


The question seeks to understand the general view of the
importance of IT in Irish organisations. Is IT strategy an essential
component of corporate strategy? Or is IT seen as merely a means
of supporting the organisations' business strategy.

o

Question 2.
o

How does senior IT management perceive business-IT alignment,
expressed through the Strategic Alignment Maturity Model, in large
organisations in Ireland?

o

Question Rationale


The purpose of this question is to gain a deep understanding of the
factors affecting business-IT alignment in these organisations before
the adoption of Cloud Computing. Answers to this question also provide
a high-level insight into the level of business-IT alignment maturity in
the organisations before the adoption of Cloud, allowing a comparison
with the level of alignment post-Cloud adoption.

o

Question 3.
o

How do senior IT managers in large organisations in Ireland view the
effects of Cloud Computing on business-IT alignment

o

Question Rationale


This is the core question that this dissertation is trying to answer. A
cross case analysis of the 4 case studies reveals recurring themes
and contrasting views that informs the answer.
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Section 4. Methodology

4.1 Research Philosophy

4.1.1 Epistemological Position: Interpretivist
The epistemological question asks, ―what is the nature of the relationship between the
knower and the would-be knower and what can be known‖ (Guba & Lincoln, ‘94, p.108).
The Positivist epistemological position is concerned with observable social reality and the
formulation of 'law-like generalisations‘ (Remenyi et al., '98, p.32). The Realist
epistemological position, on the other hand, posits that reality exists independently of
perception. Both the Positivist and Realist epistemological positions are, therefore, suited
to explanatory research. The nature of this research dissertation, on the other hand, is
exploratory. It is an attempt to understand the perception of the effects of Cloud
Computing adoption on business-IT alignment in organisations. As previously stated,
business-IT alignment in an organisation can be 'measured' by Luftman's SAM assessment
model. However, this model uses the perceptions of the social-actors (i.e. business and IT
staff) in an organisation to produce the BITA scorecard. This dissertation, therefore,
assumes an ‗interpretivist‘ epistemological position because it is an attempt to understand
the degree of business-IT alignment in organisations through the perceptions of the people
involved, the ‗social actors‘. It seeks to understand the impact of Cloud Computing on this
alignment by uncovering people‘s interpretations of what they see as reality.

4.1.2 Ontological Position: Subjectivist
The ontological question asks ―whether 'reality' is of an 'objective' nature, or the product of
individual cognition; whether 'reality' is a given 'out there' in the world, or the product of
one's mind.‖ (Burrell & Morgan, 1979, p.1). An 'objectivist' position would argue that
business-IT alignment exists in a reality external to the social actors. In the context of this
dissertation, the social actors are the IT managers who were interviewed. The objectivist
position would hold that the effects of Cloud adoption on BITA were discernible without
reference to the perceptions of the IT managers. This research, however, attempts to
uncover how Irish IT managers make sense of the emergence of Cloud Computing, and
particularly, how they view the effects of its adoption on the specific dynamics of their
own organization. This dissertation is a ‗subjectivist‘ study, therefore, where reality is
interpreted through the prism of an individual‘s idiosyncrasies.
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4.1.3 Research Paradigm: Interpretive
Burrell and Morgan‘s ‗Four paradigms for the analysis of social theory‘ (1979, p.21) (See
Appendix. 2) assists the researcher in understanding their own assumptions about society.
An 'interpretive' paradigm was adopted for this research. This is the subjectivist position
expressed through the sociology of regulation, which attempts to understand 'things', as
they are, not through radical change. ―The interpretive paradigm is informed by a concern
to understand the world as it is, to understand the fundamental nature of the social world
at the level of subjective experience‖ (Burrell & Morgan, 1979, p.23). Therefore, this
research attempts to understand the rationale of Irish IT manager‘s views/actions in the
context of Cloud adoption, within the current environmental parameters of each case
study, while not attempting to effect any change.

4.2 Research Approach: Inductive
According to Maxwell (2005, p.17) ―the strengths of qualitative research derive primarily
form its inductive approach.‖ Induction is the opposite of 'deduction', where a hypothesis is
posited and a proof is sought. An inductive approach was used in this paper due to the
newness of research regarding Cloud Computing‘s impact on Business-IT alignment. A
‗deductive‘ approach to this subject would risk restricting the potential avenues of
investigation. The inductive approach necessitated attempting to understand the meaning
and the context of people‘s responses to the adoption of Cloud Computing. It attempted to
uncover unforeseen trends and detect linkages between Cloud adoption and IT-business
alignment. The inductive approach is heavily contextual, and so required a deep
understanding of the business-IT environment in which the IT manager operates.

4.3 Research Strategy: Case Study
'Experiment' and 'Survey' research strategies were not considered appropriate research
strategies for this research, as they are more suited to the 'Positivist' deductive approach.
'Action Research' was also discounted, as it was judged to be impractical for the author, a
part-time MBA student, to be embedded in the organisations being researched, over a
substantial period of time. 'Grounded Theory' was also deemed to be an unsuitable research
strategy, as "in grounded theory, data collection starts without the formation of an initial
theoretical framework." (Saunders et al, p142). It has already been stated that this
research built on Luftman's Strategic Alignment Maturity model of business-IT alignment,
therefore ruling out a 'Grounded Theory' strategy.
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Although the research approach is inductive, the research, however, looked to establish
causal links between Cloud Computing adoption and IT-business alignment.
As Siggelkow (2007, p.21) states:
―In my view, an open mind is good; an empty mind is not. It is true that one wants to retain
the capacity to be surprised, but it seems useful (and inevitable) that our observations be
guided and influenced by some initial hunches and frames of reference‖

A case study approach was used. Robson, cited by Saunders et al. (2007, p.139), defines a
case study as ―a strategy for doing research which involves an empirical investigation of a
particular contemporary phenomenon within its real life context using multiple sources of
evidence‖. The contemporary phenomenon in this research is the effects of Cloud
Computing on business-IT alignment and the real life context is four large organisations
operating in Ireland. Multiple sources of evidence were drawn from a 'multiple case
approach' (Yin, 2003, p.46), creating the potential for a cross-case synthesis to analyse the
data. This research consists of four case studies and a cross-case analysis. That is, one case
study for each of the organisations and a cross-referencing of findings across the case
studies. The case study as a research strategy was considered suitable to this type of
research as it allowed a holistic analysis of the organisation in which the research took
place. While the research was focused on business-IT alignment, which is cross-functional
in organisations, individual case studies were holistic, treating each organisation as a
whole. As Yin (2003, p. 2) points out ―the case study method allows investigators to retain
the holistic and meaningful characteristics of real life events‖. A single ‗Unit of Analysis‘
was used; Cloud Computing adoption. The outcome sought was the effect on business-IT
alignment caused by Cloud Computing adoption.

4.4 Research Choice: Mono-Method
‗Research Choice‘ is the terminology used by Saunders et al. (2006, p.147) in the 'Research
Design' section of their ‗Research Onion‘ (see Appendix. 3), which describes the method for
combining qualitative and quantitative techniques. The authors state that a mono-method
combines ―a single qualitative data collection technique, such as in-depth interviews, with
qualitative data analysis procedures‖. This research used such a mono-method. In-depth
interviews were conducted with the IT managers of four large organisations operating in
Ireland (see 4.6 Data Collection) and qualitative data analysis procedures (see 4.7 Data
Analysis) were used to analyse the collected data. As previously mentioned, this research is
highly contextual and therefore relied heavily on the case-study research strategy and the
qualitative analysis method. For this reason, the mono-method was chosen over other
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research choices, such as multi-method (multiple data collection techniques used with a
particular type of analysis) and mixed methods (multiple data collection and analysis
techniques used together).

4.5 Time Horizon: Cross-Sectional
According to Saunders et al. (2007, p.148) ―The ‗snapshot‘ time horizon is what we call …
cross-sectional... it is probable that your research will be cross-sectional ... because we
recognise that most research projects undertaken for academic courses are necessarily
time constrained.‖
Indeed, this is the case here. The timeframe for this Dissertation, from first interview to
submission, was ten weeks. The research was, therefore, cross-sectional, attempting to
minimise the time between the 4 interviews. The cross-sectional approach was also useful
in mitigating the effects of changes from external environmental influences (which is
especially important in the rapidly changing IT context). There were four interviews in two
weeks. A longitudinal study (research that observes phenomenon over a longer period of
time) was discounted of necessity.

4.5 Data Collection (Semi-structured interviews)
In-depth, one-to-one, interviews were used to collect the research data. This type of
interview was used to develop trust and allow an exploration of deeper themes, in line with
the inductive approach. This facilitated an exploration of the complex linkages between
Cloud adoption and business-IT alignment. Indeed it was because of the potential
complexity of the linkages between context and meaning, that the use of questionnaires
was ruled-out.
The interviews were semi-structured, meaning they had "a sequence of themes to be
covered, as well as suggested questions ... (with) an openness to changes of sequence and
forms of questions in order to follow up the answers given and the stories told by the
subjects." (Kvale, 96, p.124). The interviews followed a script of questions (see Appendix
4), which sought to understand the interview subject's general views of Cloud Computing
and business-IT alignment. Additionally, the interview script was framed around the SAM
model, so that it could be used as a baseline of business-IT alignment against which the
effects of Cloud adoption could be gauged.
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'Open questioning' allowed the interviewee latitude to move into unanticipated areas of
rationale for explaining Cloud adoption‘s effect on business-IT alignment. This is line with
the interpretivist epistemological position adopted by the researcher. However, to temper
this, the questions were standardised for all four case studies, which helped to minimize
variability and improve data quality.
In addition to the interview answers and observations, secondary data was also collected in
the form of journal articles, newspaper articles, industry analyst reports (e.g. Gartner).
Additionally, surveys that are germane to the research were also used, as was data from
country reports (e.g. Mintel, Financial Times country reports).

4.6 Data Analysis: Qualitative, Exploratory
While the inductive approach heavily influences the data analysis methodology, the data
analysis was not be strictly inductive. For reasons mentioned above (e.g. to avoid
generalisability) an 'abductive' approach was applied to the analysis. Dubois & Gadde (2008,
p. 559), in advocating the deductive approach state:

"We stress theory development, rather than theory generation ... In studies relying on
abduction, the original framework is successively modified, partly as a result of
unanticipated empirical findings, but also of theoretical insights gained during the process".
Indeed, the aim of this research was to work with an existing framework, Luftman's
Strategic Alignment Maturity model) and to develop new theory (the effects of Cloud
Computing on business-IT alignment), rather than a 'grounded theory' approach to
generating completely new theory.
The type of analysis employed in this research was Qualitative analysis. Quantitative
analysis, which is more empirical by nature, would not be suitable in seeking to understand
the subjective contexts informing the responses of the interview subjects. While a mixed
method (combining qualitative and quantitative) approach was rejected for this paper, it is
felt by the author that future research on the subject of Cloud adoption's effects on
business-IT alignment, might follow a quantitative approach to either verify/disprove the
findings of this research, or to add to the body of knowledge on the subject.
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This research followed Yin's (2011, p. 176) five progressive phases for analysing the
collected data: 'compiling, disassembling, reassembling, interpreting and concluding'.



Phase 1: Compiling
o

Firstly, the collected data was compiled. Yin describes the output of this
ordering as a "database". The software tool nVivo was used to create this
database. Figure 1 shows the compilation of the transcribed interviews into
a database labelled 'Internals'

Figure 1. Compilation of Interviews into 'Internals' database
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o

Secondly, the data generated from the interviews was given structure.
Owing to the semi-structured interview technique that was employed, the
output of the interviews did not fit into a common structure. The interview
content, therefore, needed to be re-ordered. A 'Case Study x Structured'
database entry for each case study was created in the Internals database
(See Figure 2.).

Figure 2. Case Study database entries
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Phase 2: Disassembling
o

Open coding was used to disassemble the data in the 'Case Study x
Structured' database entries. A code, in qualitative inquiry, according to
Saldana (2008, p.3) is "most often a word or short phrase that symbolically
assigns a summative, salient, essence-capturing, and/or evocative attribute
for a portion of language-based or visual data."

o

This in turn created 'Case Study x CODED' database entries for each case
study in the 'Internals' database. The codes were highlighted in 'Blue' in
each entry. An example of the code, "Outsourcing' can be seen in Figure 3.

Figure 3. Open coding
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Phase 3: Reassembling
o

This phase reassembled the data by using 'Selective' coding to group the
data. 'Nodes' representing the criteria of the SAM model (e.g.
Communications) were manually created (see Figure 4.).

Figure 4. Selective Coding

o

Once the SAM parameters were created, a 'Word Frequency' (WF) analysis
was ran on the 'Case Study x Answers Only' database entries. Indeed, these
database entries were created to facilitate the word count analysis, as they
include only the responses of the interview subjects. Once the initial WF
analysis was ran, and returned a list of the most frequently used words,
NVivo was programmed to focus specifically on words considered germane
to the research (see word list in Appendix 10) and a further WF analysis was
ran.
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o

Emerging themes were then categorised and associated with a SAM
parameter (See Figure 5.)

Figure 5. Categorisation of themes
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o

A 'Tree-map' visualisation shows the categories cross-referenced with the
number of references (See Figure 6.)

Figure 6. Tree-Map Visualisation of Categories



Phase 4: Interpreting
o

The 'Data Analysis and Findings' section (Section 5.) represents the
interpreting phase of Yin's 5-Phase-Cycle. Each case study organisation was
investigated, followed by a cross-case analysis of the four case studies.
According to Eisengardt ('89, p. 540) "the key to good cross-case
comparison, is counteracting information processing biases by looking at
the data in many divergent ways ... for example selecting categories or
dimensions and then to look for within-group similarities coupled with
intergroup differences". Seeking similarities between the categorised
groups of coded data, which was generated by interviews with the IT
managers, lead to theory development.
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Phase 5: Concluding
o

Yin's fifth phase is 'Concluding', the drawing of conclusions not only from
the theory developed in phase four, but reinforced by the evidence of the
entire study. It is hoped that the conclusion of this dissertation shed new
light on the relationship between Cloud adoption and IT-business
alignment, and that the conclusions have referential transferability to the
reader. As Siggelkow (2007, p.23) points out, a paper should allow a reader
to see the world, and not just the literature, in a new way ... if theory
talks only to theory, the collective research exercise runs the danger of
becoming entirely self-referential and out-of-touch with reality, of coming
to be considered irrelevant."

4.7 Sampling: Non-Probability, Purposive, Homogenous
The method of sampling used for the research was 'Non-probability', 'purposive' sampling.
This is applicable to this type of research as it is a small sample size (four companies) and
as Saunders et al. (2007, p.226) state such a "provide(s) you with an information-rich case
study in which you explore your research question."
The sampling technique was 'Homogenous' sampling, focusing on a particular sub-group of
similar sample members (i.e. IT Managers of large organisations operating in Ireland).
'Probability' sampling was discounted, as it is more suited to quantitative research, while
'Heterogeneous purposive sampling', where the sample groups are distinctly different was
also considered unsuited to a cross-case analysis.

4.7 Practical Efforts
Negotiating access to IT managers of large Irish companies was challenging. The researcher
used well-established contacts in the Irish IT industry to obtain interviews. To ensure fallback, and given the limited time frame for data collection (see Section 5. 'Project Plan')
the contact details of other IT managers of large Irish organisations were acquired,
although ultimately not used.
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An Interview guide was created (see Appendix .4) including the interview questions. The
researcher has experience interviewing candidates for employment positions, but not
research interviews. Interview methods were practised in advance, firstly with other MBA
students, and then the interview script was tested with an IT manager. This proved very
useful in tailoring the interview questions for timing and relevance
Physical recording devices (Apple iPhone), and Apple's 'Voice Memo' software was tested
well in advance of the interviews.
The researcher used a paid transcription service (www.transcriptionshop.ie) to transcribe
the interviews.
A 'Research' diary was kept throughout the period of work on the dissertation (Appendix
11). The Cloud software 'Evernote' was used as an electronic diary, which was shared online
with the dissertation supervisor.
The interviewer dress style reflected the position of the interviewee in the organisation in
which they work. For this reason, the dress appearance was always formal. All interviews
took place in the offices of the IT managers. This gave comfort to the interview subject,
thus establishing trust, and ultimately generating good quality data.

4.8 Personal Biases
According to Yin (2011, p. 138) " Qualitative interviews are interpersonal activities or social
encounters that occur in natural settings; under these conditions, you will inevitably bring a
point of view to all of your conversations, producing a negotiated text. "
The researcher works as an IT manager in a company that has adopted Cloud Computing, so
was mindful of not allowing existing views to lead the interview subject's answers. This fact
was also taken into consideration during the interpretation of the collected data, so that
the researcher did not build theory based on their own experience, but instead on the
valuable data gleaned from interviewing other IT managers.
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4.9 Research Limitations
Given the small size of the sample, four case studies, the results of the research might not
be 'generalisable', "that is, whether (the) findings may be equally applicable to other
research settings, such as other organisations." (Saunders et al., p.151). As previously
stated, the researcher believes further quantitative analysis to verify/disprove the findings
in this paper would further the academic body of knowledge related to the subject.
The reliability of the research may also be limited by the researcher‘s bias, although this is
clearly stated in the reflective report. Reliability may also be limited by cost (e.g. access
to journals, see Appendix. 6) and time (part-time study).

4.10 Research Ethics: 'Situation Ethics: The end justifies the means'
Bryman and Bell (2011, p. 124) distinguish the four main stances on research ethics as:
'Universalism', 'Situation Ethics' ('The end justifies the means', 'No choice'), 'Ethical
transgression is pervasive' and 'Anything goes'.
The researcher's ethical stance is 'Situation Ethics: The end justifies the means'. Bryman
and Bell describe the rationale, as follows: "Without some kind of disguised observation,
this important aspect of organizational life would not have been studied."
The research is not intended to be unethical, but in order to gather data, that may not be
retrieved through a Universalist approach; the researcher requires flexibility in ethical
decision-making.
It is this researcher's belief that they have fully upheld the ethical research principles
described by Bryman and Bell (2007, p.128) and have not caused harm to the participants,
by either physical means or through the effects of the research. The researcher also
believes they have complied with the principle of informed consent and have respected the
privacy of the participant. No interview subjects are named, or can be inferred from any of
the dissertation content.
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Section 5. Data Analysis and Findings
According to Dubois (2002, p.555) the abductive approach to data analysis, uses "Systematic
combining ... a process where theoretical framework, empirical fieldwork, and case
analysis evolve simultaneously ... it is particularly useful for development of new theories
... The interaction between a phenomenon and its context is best understood through indepth case studies." As mentioned in the 'Methodology' section, an 'abductive' approach is
used in the analysis here. The aim is to use the inductive, qualitative, approach, to build on
the existing theoretical framework established by Luftman's SAM model. A high-level
summary of the organisation, the interview subject's background and the role of the
interview subject in the organisaton, is provided at the start of each case study to give a
degree of context.
For readability, and confidentiality, reasons, the interview subject's views are discussed
using 'He', 'Him' of 'His'. This should not be taken to infer the gender of the interview
subject.

5.1 Case Study 1
5.1.1 Context
5.1.1.1 Profile of the Organisation
The organisation that is studied in 'Case Study 1' is a large Irish company, with thousands of
employees and annual revenues counted in the billions of Euro. The interview subject for
Case Study 1 described the company's core competency as 'engineering'. The company's
markets are predominately in Ireland and the vast majority of the company's employees are
based In Ireland.

5.1.1.2 Background of the Interview Subject
The interview subject for Case Study 1 has spent most of his career in Finance and is
currently the Chief Information Officer (CIO) of the company. He described this role as twofold: Managing the IT department, which delivers IT services to the organisation, and head
of IT governance, which ensures regulatory compliance and adherence to standards.
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5.1.1.3 IT and the Organisation
The IT department is comprised of in-house functions supported by company employees and
outsourced IT functions provided by external vendors. The IT department is tasked with
supporting large Enterprise Resource Planning Systems and innovating new solutions to
assist the business.

5.1.2 Business-IT alignment
The interview subject sees the role of IT in the organisation as "primarily servicing" the
business functions. It can be postulated that this view is informed by his long history of
working in the non-IT functions of the organisation. Throughout the interview, IT is referred
to in terms of "service" and support", so it can be surmised that, from the interview
subject's perspective, IT is primarily a support function to the business and operations
strategies, rather than as a driver of competitive advantage in its own right. This view is
encapsulated in the statement "Business-IT alignment from our perspective would be where
the IT strategy is serving the business requirements". Alignment is thus considered to be
'one-way', where IT aligns with the business. There is no mention in the interview of the
business functions aligning with IT, or of mutual alignment.
That is not to say that IT is not considered strategic. The organisation's IT strategy has
recently been updated to include focus on innovation and the creation of "enabling tools".
There is, therefore, a view that IT is important in helping the firm achieve competitive
advantage. In the view of the CIO, however, this is achieved through the business functions
and not directly by IT itself. When questioned directly about Business-IT alignment, the
interview subject acknowledged that IT should view itself as part of the business and not as
a separate entity. Nevertheless, when describing how IT needed to work closely with the
business, he described 'collaboration' as the "need to keep ourselves very close to the
business strategies".
This view permeates the interview. IT is considered important, but only in terms of how it
can support the business functions. In fact, IT is described as "critical, there is no part of
(the organisation) that is not dependent on IT". However, this is not alignment. It is
dependency.
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Tellingly, the interview subject points to a "subtle difference" between IT (Information
Technology) and the IT department. He states, "IT would be seen as an enabler ... ITS, the
function that delivers IT, would be seen as a cost centre, but IT as a technology isn‘t." The
subject of business-IT alignment describes how the IT and non-IT functions in an
organisation interoperate. The term 'IT' in this context means the 'IT department'. Drawing
a distinction between Information Technology and the IT department, and stating that it is
the technology, not the department, that enables competitive advantage, illustrates the
view of the interview subject that IT is a secondary support service to the other business
functions.
Taking a very high-level view, it could be deduced that business-IT alignment is not mature
in this organisation.

5.1.3 Cloud adoption and its impact on Business-IT alignment
As previously mentioned, the interview subject is relatively new to the IT function in the
organisation. However, he pointed out during the interview that he had carried-out his own
research on Cloud Computing, resulting in him forming the view that he is "agnostic" about
Cloud's business value. In his own words, "until it is demonstrated to me".
Again, the interview subject's background in Finance is evident here. He feels that one of
the purported benefits of Cloud, 'Utility Computing', whereby companies pay only for the IT
services they need at any point in time, from operational expenditure (Opex), is highly
contextual. He argues that Opex-spending on IT services primarily benefits those companies
that are not cash rich. For organisations with strong balance sheets, they need to consider
'Net Present Value (NPV)' and the 'Weighted Average Cost of Capital (WACC)', and in doing
so may decide that paying for IT services from capital expenditure (Capex) is more
appropriate for their business. Secondly, he believes the 'Opex' model is one that could lead
to the organisation becoming a "captive audience" of the Cloud Service Provider (CSP). By
this, he means that when the organisation subscribes to a Cloud service, it becomes
dependent on the provider, and it makes moving the service back 'in-house', or to another
provider, extremely difficult. However, the biggest issue that the interview subject had
with Cloud was that he perceived its reliability to be unproven. This is especially important
given that he believes "the market would collapse basically if some of our systems went
down". As previously discussed, they see IT as a critical support function in the business,
and would expect the same level of service from a CSP. In fact, they see no difficulty in
outsourcing IT functions to the Cloud in principle but are more concerned with maintaining
that level of service reliability.

36

Another major concern for the interview subject was the effect Cloud adoption would
potentially have on the ability to customise applications for the business. SaaS offerings, by
their nature, are standardised, allowing little customisability. This, he felt, would have a
negative impact on Business-IT alignment, stating "that would become a huge issue ... it
will be a difficulty for a lot of customised, specific applications that are industry specific."
On the other hand, he expressed no concern with the business bypassing the IT department
to buy solutions directly from CSPs, stating it "wouldn't concern me if it was the right thing
to do". The interview subject recognises that the complexity of systems integration would
most likely prohibit this 'SaaS bypass' (Gartner, 2013). However, they have no difficulty
with outsourcing in principle.

5.1.4 Conclusions
So, what can be surmised from the above? Certainly it is clear that IT is seen as a critical
function in the organisation, upon which the business is extremely dependent. However, as
previously stated, that is not the same as saying that the Business and IT are aligned. The
CIO may well believe that there is alignment, yet that perspective is informed by his
experience of dealing with IT from within the non-IT business functions. It is apparent that
these functions believe IT fulfils its role when it supports the business strategy, and it is
true that this is an important part of the remit of the IT department. However, as Luftman
argues, IT also has "the power to transform whole industries and markets (2000, p3)" of its
own volition. This power is not being tapped into in this organisation. Despite the
acknowledgement that IT innovation is important, it is only seen as important in how it can
support the existing business strategy.
The view of the Cloud is that it is an unproven business paradigm. The promise of IT service
elasticity is not entirely relevant to an organisation with 'low variability on demand'.
Similarly, the Cloud's 'Opex' model is not overly attractive to an organisation that has strong
cash flows, and is looking to invest this cash in IT systems. Its greatest potential is in
offering speedier solutions directly to the business.

It could be deduced from this case study that the perception of the effects of Cloud
adoption on business-IT alignment in general in the organisation are mixed. There was
concern expressed about the impact on the relationship between IT and the business when
the business was given standardised Cloud solutions, which would be viewed as inferior to
customised in-house applications. This view is heavily informed by the interview subject's
background in the Finance department. He expresses a more positive view of Cloud's
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impact on business-IT alignment when acknowledging its potential to rapidly provide IT
solutions to the business. Again, this is positive for the interview subject, given their
background in the business.
Ultimately, the CIO views Cloud as an 'Outsourcing' method, describing it thus "Cloud and
outsourcing are not that far apart ... If your company will take on Cloud it will be
determined to some extent by whatever prejudice or bias in favour or against outsourcing
(is already in place)." The IT department is seen primarily as a support function, one that
the Cloud could mostly replace. Cloud is considered outsourcing, and there are precedents
for outsourcing IT functions in the organisation. It can therefore be concluded that Cloud's
impact on IT-business alignment would be viewed as neutral.

5.2 Case Study 2
5.2.1 Context
5.2.1.1 Profile of the Organisation
The organisation that is studied in 'Case Study 2' is a large Irish company, with thousands of
employees and annual revenues counted in the billions. The company competes in the
technology industry in Ireland and internationally, and the company's employees are based
In Ireland and the UK. The company is headquartered in Dublin, Ireland.

5.2.1.2 Background of the Interview Subject
The interview subject for Case Study 2 has had a long career in engineering and has worked
for the organisation for over 8 years. Their current role is as Chief Technology Officer (CTO)
of the company, which is responsible for technology strategy in the company.

5.2.1.3 IT and the Organisation
The IT function is described as consisting of 3 components: Technology Strategy (defining
the road map for the use of technology by the company), Technology Engagement (software
development) and Service Creation (IT service interface with the organisation).
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5.2.2 Business-IT alignment
Business-IT alignment is described by the interview subject as something, of which, the IT
department in particular, is keenly aware. In fact, they have structured themselves to
align with the business. The role of 'IT Account Partners' is described as one whose sole role
is to interface with the business functions, and to actually manage alignment. In order to
do so they must manage Business Analysts that have the "ability to talk to the customerfacing units". An IT development 'factory' with regular release schedules was constituted to
facilitate business requirements for new, or updated, software. A portfolio board, made up
of members of cross-functional departments, governs access to the factory‘s pipeline. As
the interview subject states, "it is all very aligned', there‘s "horse trading" and "give and
take". On the surface, business-IT alignment appears to be mature. However, when pressed
on whether or not they felt this was the case in actuality, the interview subject revealed
that "there is an underlying tension" between IT and the business. He relates his perception
that when it comes to business strategy, the business functions feel ―I didn‘t think of it so
it couldn‘t be any good.‖ This contrasts with his own viewpoint that the trend (especially in
technology companies) is for IT to drive competitive advantage itself,
"What you‘re seeing is that kind of empowerment of innovation being handed back to the
engineering department ... People like Google and Facebook are saying 'actually most of
the innovation is coming out of the engineers and it‘s the marketers then that are given
stuff to sell' as opposed to them saying "this is what the market needs so go and develop
that for us."
This is a role reversal that obviously sits well with the interview subject. His extensive
experience as an engineer working in large organisations has contributed to his view that IT
"should have a place at the executive table", and have "some level of indirect ownership" of
the business strategy. This is especially relevant in their view, as they consider their
current company to be an "engineering organisation".
So while the organisation has been structured to achieve business-IT alignment, there are
signs that this is forced and not cultural.
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5.2.3 Cloud adoption and its impact on Business-IT alignment
The interview subject has very definitive views on the benefits of Cloud Computing. Cost
efficiency provided by "the shared Cloud environment" is seen as the key driver for Cloud
adoption, "I think you‘ll find that the whole population has become much more value led,
so everybody is pushing for stuff to come down, so that‘s forcing that cost pressure ...
forcing people to be far more radical about what they‘re prepared to entertain." Additional
factors affecting Cloud adoption that were mentioned were elasticity ("ability to burst"),
access to scale ("critical mass") and outsourcing ("at the peak of demand"). Clearly, the
interview subject's background in engineering, and his organisation's deep interaction with
Cloud Service Providers have given him knowledge of the Cloud paradigm.
This same background may also be a contributory factor to the interview subject believing
Cloud Computing adoption would positively benefit business-IT alignment in organisations.
The primary driver for this, he felt, was that it forced IT to 'think outside of the traditional
envelope' for bringing value to the organisation. Cloud, they reason, is an enabler for IT to
contribute directly to competitive advantage.
On the other hand, and adding balance to their view, they felt Cloud adoption posed some
risks to business-IT alignment. A belief was also expressed that increased security around IT
services, would be required in a Cloud environment, and this in turn would have negative
effects on the business community, who see IT rigour and governance as an impediment to
the end user experience.

5.2.4 Conclusions
The interview subject's background as a long-time engineer working for, what they see is,
an engineering company is highly informative of his views expressed in the case study.
While alignment maturity is evident in the organisation's restructuring of the IT department
to optimize synergy with the business functions, the interview subject repeatedly
expressed frustration with the attitudes of the non-IT functions of the business. The
underlying tension between the technical and non-technical business units was directly
stated by the CTO of the organisation. This informs us that this sentiment is present at the
apex of organisation, and, it is logical to assume, it permeates down though the
organisation. Therefore, while the alignment structure is mature, the alignment culture
most probably is not. However, it may take time for the effects of the restructure to have a
real effect on the rest of organisation.
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The interview subject's views on Cloud adoption were well informed and very positive.
Cloud, it was said, could contribute directly to the company's competitive advantage by
controlling costs and sparking innovation. Moreover, it is believed that Cloud gives
organisation's new capabilities. For example, Cloud bursting during times of peak demand,
and access to nominally infinite infrastructure.
While these capabilities may give early adopters of Cloud a competitive advantage, it is not
so clear that this advantage would be sustainable. The resource-based view of competitive
advantage argues that for a capability to give sustained competitive advantage, it must not
be easily imitated. This cannot be said of the Cloud.
However, it was felt by the interview subject that Cloud adoption would have a positive
effect on business-IT alignment. While Cloud functions themselves may not provide a
sustainable competitive advantage to organisations, the way in which the IT departments of
companies utilise the Cloud may do so. The interview subject felt that this 'thinking outside
the envelope' would impact positively on business-IT alignment, by allowing IT to have
equal access ("line of sight") to the business strategy.

5.3 Case Study 3
5.3.1 Context
5.3.1.1 Profile of the Organisation
The organisation that is studied in Case Study 3 is a Non-Profit organisation, with
approximately 100 employees. It is "a general service agency", supplying IT, Human
Resource, Industrial Relations and Customer Relationships services. The organisation is
headquartered in Dublin, Ireland and its employees are all based in Ireland.

5.3.1.2 Background of the Interview Subject
The interview subject has worked extensively in Information Technology and management
roles in different organisations for over 20 years. He is the Chief Executive Officer (CEO) of
the case study organisation. In his own words, the role requires "an elastic brain and (the
ability) to just switch from one speed to another."

41

5.3.1.3 IT and the Organisation
Information Communications Technology (ICT) is the predominant shared service provided
by the organisation. It provides both the IT strategy for, and the IT services to, multiple
other organisations.

5.3.2 Business-IT alignment
The interview subject was forthright in his assertion that "IT have a reputation for getting
things done...We are solid and reliable." It was made very clear that he believes IT is
pivotal to the organisations in which they operate. While this belief was definitive on the
part of the interview subject, he also related the fact that, upon his joining the
organisation, there were major reservations, even confusion, about the role IT should play
in the organisation. This was attributed to unfamiliarity with, and lack of exposure to, IT
strategy, "There was a learning process for a lot of our stakeholders. They are very smart
people. They are very experienced people but ICT isn‘t something that is generally within
their realm of experience." Moreover, the interview subject spoke of the difficulties in
trying to convey the importance of IT to the organisation, which was "a little difficult at
first to get some of my stakeholders to understand that ICT underpins everything." Clearly
the CEO's background in IT informs his view of the criticality of IT. However, a balanced
view is observed when they state ""They don‘t need to be techies at all but they need to
have some appreciation of how; if you can get your business process right, we can leverage
IT and then you can drive savings and you can drive efficiencies." Moreover, he also
acknowledges that in some organisations" IT people (have) zero appreciation of the
business, what it is about, what the purpose of IT is in terms of adding value or supporting
the business."
Indeed this balanced view is maintained throughout the interview when discussing businessIT alignment in general, and can perhaps be ascribed to the role of CEO, which the
interview subject fulfils. Questioned directly about what is business-IT alignment, the
response is that it is highly contextual, "There is no black and white answer. It depends
very much on the industry that you are in, I think, and the size of the organisation that you
are dealing with."
However, in the particular instance of this case study the interview subject sees difficulties
with alignment coming mostly from the non-IT business units. These functions, he explains,
view IT as "easy" and do not understand why IT costs so much, "I am currently trying to
bring stakeholders through that right now and the process is fraught because you are
delivering a message that people don‘t like to hear." On the other hand, he believes IT in
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his organisation does understand the business, and that this was mostly achieved through
building applications specifically for the business.
The interview subject felt that Business-IT alignment was very important, because failure
of IT projects could lead to "recriminations" and "people losing their jobs."
Alignment, he felt, was achieved through the setting of "clear and realistic", but most
importantly, "agreed" goals, between IT and the business.

5.3.3 Cloud adoption and its impact on Business-IT alignment
While the interview subject is currently the CEO of the case study organisation, he has
spent a large part of his career in senior IT positions. This in-depth familiarity with IT
strategy facilitates a strong understanding of the Cloud's business model and an ability to
see beyond the obvious. For example, he believes that utility billing for IT services, a
unique selling proposition of the Cloud, is not necessarily applicable to their organisation,
which has "static" demand. He argues that Cloud is more attractive where there is low
'variability on demand', "Cloud is great where the future is uncertain ... with Cloud it will
flex and contract as and when you require it and you only pay for what you need. That‘s
when it makes perfect sense." He also expressed concern with Cloud pricing models,
believing Cloud services could cost his organisation more than in-house systems over the
long-term, "If your number of users isn‘t going to change radically and it‘s going to be
relatively static over a period of years, then the savings that you might make in years one
and two, you will lose them in years three, four and five."
Notwithstanding this caution, the CEO believes Cloud does afford opportunity to his
organisation, pointing to Cloud's "speed, agility and global scope of deployment". These
factors, he believes, could have practical benefits for his dispersive organisation. Moreover,
he also pointed out that he had increased confidence in the ability of Cloud providers to
provide a highly available service (99.999% availability) in Ireland. It was also stated that
Cloud services would make sense where there was a shortage of skills, or could facilitate an
outsourcing strategy.
The interview subject felt that the effects of Cloud adoption on Business-IT alignment
could be significant, stating "It‘s going to cause, I think, some big problems there and I
think that ICT as a profession is going to need to get in front of that." The concern stems
from a belief that the "speed and agility" of Cloud deployment could be attractive to the
non-IT business units in their organisation as a means of avoiding the IT governance, the
"change advisory boards, the processes that we actually put in place to protect the
business." This governance, they felt, could often be viewed as restrictive by the business,
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who consequently formed a view that IT "slowed everything down". However, the
consequences of potentially bypassing the IT department were starkly expressed,
"All they need is a credit card and they can call up and with their marketing dollars they
can just get an application built to no particular standards or no particular security
standards, throw it up there, the data could be particularly sensitive, personally
identifiable, even commercially sensitive and it‘s open to the entire world."
The key to this conundrum, they argued, was to allow the business "to get the benefits of
Cloud in terms of the agility and the speed but in some sort of controlled way." Put another
way, the IT department needs to adapt to the Cloud paradigm and ensure their governance
processes are flexible, so that the business can avail of the Cloud's ease of access. Again,
the CEO's balanced view of Business-IT alignment is in evidence here.
In practical terms, the interview subject felt that the most obvious candidate for Cloud
adoption was Infrastructure as a Service. This is because these services are heavily
standardised and there is little requirement for customisation. He also believes that his IT
department organisation structure will change over time as more Cloud services are
adopted. In particular, the IT department will focus more on Cloud vendor management.
He did not refer specifically to the Cloud Services Broker role, but described certain
positive aspects of that type of role, perhaps lending credibility to the requirement for a
future CSB role in the organisation.

5.3.4 Conclusions
The role of CEO, which the interview subject fulfils in the case study organisation, is one
that straddles both the business and IT sides of the organisation. This context is important
in that it gives the interview subject a balanced view on the issues of Business-IT
alignment. Moreover, the CEO exhibited an acquaintance with the subject of Business-IT
alignment. This awareness in itself could be considered causal, a catalyst for him to
encourage 'mutual understanding' between IT and the business in the organisation. It also
lends credibility to his view that in their organisation, IT is more aligned with the business,
than the business is with IT. The contributory factors to this misalignment, they contend,
are the lack of understanding by the business of IT costs and the business' frustration with
IT, borne of the fact they believe IT is easy. The cross-case analysis and findings (Section
5.5) will discuss this misalignment with reference to the Strategic Alignment Maturity
model. For now, it is enough to deduce that there are communications issues in the
organisation that need to be addressed.
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The imminent onset of Cloud adoption, and the introduction of a new dynamic to the
business-IT alignment paradigm, has the potential, in the view of the CEO, to exacerbate
the alignment issue. Ironically, it is the Cloud's promise of quick and easy access to IT
solutions that they believe spells trouble for business-IT alignment. In their view easy
access to Cloud services has the "potential to cause untold problems and even damage
because you are going to let complete amateurs make what is seen to them to be a
blindingly obvious decision."
However, while they feel the issues with alignment might originate in the non-IT business
functions, they believe the responsibility for correcting the alignment should be shared. IT,
they believe, will need to "become more nimble. If they don‘t then they will become
extinct in particular companies and there will be a problem in those companies because it
will be like the Wild West." It could be argued that if the organisation as a whole adopted
the balanced views of its' CEO, then its Business-IT alignment might be a lot more mature.

5.4 Case Study 4
5.4.1 Context
5.4.1.1 Profile of the Organisation
The organisation that is studied in Case Study 4 is one of the largest organisations in the
world, with tens of thousands of employees and annual revenues counted in the tens of
billions. It is headquartered in the US and has had a significant field operation in Ireland.
Its core competency could be described as computer software, and related services,
provision. For the purpose of this dissertation the organisation will refer to the operation
in Ireland, which consists of Operations, Finance, IT, HR and Sales & Marketing divisions.

5.4.1.2 Background of the Interview Subject
The interview subject has worked for over 20 years in IT, as an engineer initially and
laterally in business-IT interfacing roles. Currently their position in the organisation is the
senior IT director for Europe, the Middle East and Africa (EMEA). The role, in his own words
is 'Business Relationship Management', which means managing other business relationship
managers across EMEA and being accountable for IT service delivery in the region.
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5.4.1.3 IT and the Organisation
The role of IT in the organisation is described as 2-fold. Firstly, it is a "business process
enabler" meaning technology is used to enable the processes around doing business (e.g.
Sales leads). Part of this role is to perform in-house testing of pre-released (Beta) software
products," "So, one of the core strategic parts for IT here is to enhance products." Secondly,
IT enables the corporation to comply with the diverse laws and regulations across the
different jurisdictions of the EMEA region, "what IT does, is to ensure we have the right
tools and the right processes."

5.4.2 Business-IT alignment
The interview subject sees the requirement to align the business and IT as "fundamental to
my job", however, he is uncompromising in his view that the responsibility for this
alignment falls squarely with IT and not with the business, arguing "the reason I say it‘s not
that the business needs to align with IT, but IT needs to align with the business, is that ...
if business had to align with IT, they‘d essentially be dumbing down". This may seem
counterintuitive coming from a person who has worked in IT for such a long time. The
explanation may lie in the fact that the organisation is itself an IT company, and that the
"business" in this context, is also an IT provider. The IT department provides IT services
internally and the company provides IT services externally. Because of this, there is a
greater understanding of IT process and governance, on the part of the business. Moreover,
the ability to speak in a common technical language means there are fewer barriers to
communication, barriers that may exist in other organisations.
The interview subject does, however, point to some difficulties with alignment in the
organisation. The multinational organisational structure of the company, he explains, lends
itself to strong "local" alignment (i.e. business-IT alignment in the field). However, while he
feels that the business and IT functions in the field are aligned, he believes the field
operation is not aligned with headquarters. This perception may be informed by his view
that there is inequality between the field and headquarters. This is evident in his rhetorical
question, ―who gets to hold the purse strings and make the decision around what gets
invested in and what doesn‘t? And it‘s usually the headquarters operation, right?"
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5.4.3 Cloud adoption and its impact on business-IT alignment
The fact that the organisation in question is a large Cloud Service Provider organisation
means the answers to questions about Cloud adoption were highly contextual and one may
assume, include a degree of bias. They are also highly informative, and in the cross-case
analysis (section 5.5) provide enlightening contrasts with interview subjects from other
case studies. That being said, the interview subject felt there were potentially very strong,
positive, impacts that Cloud adoption could have on business-IT alignment in their own
organisation, and in others. Most notable was the view that Cloud gave the IT department
the ability to optimize their focus on delivering competitive advantage directly to the
organisation. Cloud achieves this, he said, by assuming the management of generic, or
commodity systems that do not contribute to competitive advantage,
"And actually Cloud opens up new opportunities for IT to be able to do this...Because you
can use it to get away from the traditional infrastructure line of business, applications
system and partner integration layer, you can reduce your demand on your time in that
layer, free up time to spend in other more valuable places."
Perhaps unsurprisingly, the interview subject believes the beneficial effects of Cloud can
be optimised by strategically aligning with a single CSP. This, he claims, provides a common
interface for the development and deployment of applications in the Cloud, which in turn
allows for greater interoperability between applications and customisation of Cloud-based
applications. They claim that a holistic Cloud strategy gives "the flexibility ... to create
everything in the same platform, the interoperability you get creating applications on the
same platform." The inference here is that this assists with business-IT alignment because,
in the eyes of the business, it combines the benefits of rapid deployment of IT solutions
with the ability to customise applications to their specific needs.

5.4.4 Conclusions
Given that the interview subject is a senior director of IT in a leading global Cloud Services
Provider, it is perhaps unsurprising that they see theirs, and other organisations' journey to
the Cloud as inexorable. From their perspective, there is a pent-up demand in companies
for Cloud services but it is the IT departments in those companies that are hesitant to
move. He claims that "there‘s this pressure building up and what people in IT, in my
experience, are missing, to be able to take that step, is a compelling reason to move." He
believes that there is a self-preservation, survival instinct at work which is preventing many
IT departments from moving services to the Cloud, stating "many IT functions look at it and
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say, ‗If I move there to save costs I may lose half my IT, they may have to leave. So if I go
into ... the cloud, what does that mean that for all the people that look after my ...
servers? These are the questions that are there for people."
His conclusion is that the Cloud does not spell the end of the IT department, but that the IT
department will need to evolve in some areas and radically change in others.
Infrastructure, they believe, will be the first tier of IT services to move wholesale to the
Cloud, while vendor management and business analysis will become more important.
However, the interview subject firmly believes that most IT people will embrace this
change and will relish the opportunity to bring their IT skills and knowledge to bear
directly, and more visibly, on the performance of the company. As he puts it, "there‘s some
IT people who would rather sit in a room and look at the flashing lights and never talk to a
human being. They probably have had their day. Most IT people want to deliver something
that they know is having an impact on their business and (for which) they get recognition."

5.5 Cross-Case Analysis
"The key to good cross case comparison is ... looking at the data in many divergent ways.
One tactic is to select categories or dimensions, and then to look for within-group
similarities coupled with intergroup differences. Dimensions can be suggested by the
research problem, or by existing literature." (Eisenhardt, '89, p. 540).
The dimensions used for the cross case analysis in this dissertation are indeed taken from
research, in the form of the criteria for Luftman's SAM model (see figure 7). As discussed in
the Methodology section, 'selective' coding' was used to categorise the structured interview
data using the SAM criteria. The purpose of this approach is two-fold. Firstly it ensures
focus on each element of the SAM model when examining Cloud's impact on business-IT
alignment. Secondly, in line with the abductive approach, it aids the development of an
existing theoretical framework.
To maintain confidentiality and to assist readability, the organisations discussed are
referred to as CS1, CS2, CS3 or CS4, in accordance with the case study numbers used earlier
in this section. Sections 5.5.1.1 to 5.5.1.6 have sub-headers (e.g. 'Understanding'), which
reflect the major code for that category.
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5.5.1 Effects of Cloud Adoption on SAM Index Criteria
Figure 7. Strategic Alignment Maturity Model

5.5.1.1 Communications
UNDERSTANDING
"Effective exchange of ideas and a clear understanding of what it takes to ensure successful
strategies are high on the list of enablers and inhibitors to alignment." (Luftman, 2000)
All four case study organisations have put in place varying degrees of structural measures to
facilitate communications between the business and IT. CS1, at the least structured end of
the scale, has appointed business analysts to interface with the business, while CS4's IT
division, at the other end of the scale, is actually structured around Business Relationship
Management. Despite these practical attempts to formalise communications, it can be
deduced from an analysis of the case study interviews that all organisations still find it
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difficult to attain a high-level of mutual understanding between the business and IT. A
common theme emerging across the studies was that there is much interaction between IT
and the business, and that time and resources, on both the IT and business sides, are given
to facilitate these interfaces. However, while the communications channels may be open,
the ability to communicate in a common language is limited. As the CEO in CS3 states,
"Certainly in this organisation (communications are strong). Now not that they necessarily
understand exactly what they were doing, that‘s a different matter."
This distinction between 'interaction' and 'communication' is evident in all four case studies,
suggesting that real mutual understanding between IT and the business is difficult to attain.
Context, in terms of the culture and structure of the organisation, and the background of
the interview subject, appears germane to this issue of communication. In CS4, for
example, the senior IT director for EMEA spoke of a high-level of business-IT alignment
within the field-organisation, but not between the field and HQ. The effects of the
multinational structure "which results from the pressures for local differentiation" (Kelly,
'08, p. 286), are evident here, and also appear to have an effect on alignment.
It was the backgrounds of the interview subjects, however, that provided even clearer
context for these communication issues. In CS2, the CTO has had a long career as an
engineer. When questioned directly about communications, he responded, "in terms of us
understanding the business requirements I‘d say it‘s 3 to 4 (out of 5) because we‘ve got
much tighter with them. In terms of the business understanding the underlying (IT) drivers
... I'd say it‘s more of a 2." This type of slanted predisposition was also evident from the
CIO of CS1, who has had a long career in Finance. They stated, "our understanding of what
the business needs ... there is a job of work to be done on that."
Given that both interview subjects have spent a long time in their respective organisations,
and that they have attained executive status in those organisations, it can be deduced that
their attitudes inform, and are informed by, the culture in their organisations, and could be
considered representative.
The SAM criterion of 'Communications', when applied across the case studies, indicates that
the level of business-IT-alignment in these organisations varies, but is mostly not mature.
This is in notwithstanding the collective view that communications is very important to
business-IT alignment. How then will Cloud Computing adoption impact these already
precarious levels of communication?
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There was no consensus on this issue across the case studies. One organisation felt it would
have no impact, two felt it would impact negatively and one felt it would impact positively.
Despite the lack on unanimity, the rationale for the responses does enlighten the subject.
The interview subjects of CS2 and CS3 felt that the ease with which the business functions
could easily access IT solutions via the Cloud, without reference to their IT departments,
would have a negative bearing on business-IT communications in their respective
organisations. The CEO in CS3 felt that the business would view IT as a blocker, and would
escalate their frustration, if it attempted to impose the same restrictions on Cloud access
as it did on access to in-house systems, saying "sure ICT, you‘ll only get in the way and
don‘t be talking to me about standards and don‘t be talking to me about protecting the
data or what‘s commercially sensitive." In the view of the CEO, the business doesn‘t want
to hear about potential restrictions around Cloud. This 'SaaS bypass' has the potential then
to impede communications between the business and IT. Cloud Service Providers (e.g.
Salesforce) specifically target their Software as a Service product directly to the non-IT
functions of organisations. The potential for this to cause problems for IT-business
communications seemed obvious to those with an IT engineering background (CS2 and 3).
The CIO in CS1, on the other hand, did not see any difficulty with this development, stating
"You would still have to have the very same components for bilateral understanding of
where the business is going." The CIO's background in Finance is again in evidence here. The
'SaaS bypass' is not viewed as an issue because, firstly, he trusts the business to do the right
thing and secondly, he believes the IT landscape has been integrated to such an extent that
it would make it impossible for a business person to "go to the hole in the wall and you get
X application."
The senior IT director in CS4, perhaps understandably, has a more positive view of the
impact of Cloud on business-IT communications, because it "simplifies the conversations."
This, he feels is possible, because Cloud's hosting of infrastructure or applications, provides
structured systems management and "frees up IT leadership" to have more time with the
business. The evidence, however, contradicts this view. In Case Studies 1, 2 and 3 it was
apparent that time and resources were already provided to facilitate communications,
without having a clear positive impact on the problem.
The issue seems to be deeper and cultural. As with all organisational culture, change is
usually slow and difficult (Johnson et al, '11, p.158). It may take time, therefore, before
the forced channels of communications have their required impact. It seems the same
problems with business-IT communication that exist prior to the adoption of Cloud services
will exist post-adoption. Judging from the responses of the interview subjects (in CS1, 2
and 3) it can be concluded that Cloud is likely to exacerbate these issues in the short term
at least.

51

5.5.5.2 Competency/Value Measurements
MEASURE/VALUE
"Too many IT organizations cannot demonstrate their value to the business in terms that
the business understands. Frequently business and IT metrics of value differ. A balanced
―dashboard‖ that demonstrates the value of IT in terms of contribution to the business is
needed" (Luftman, 2000, p.15)
A common pattern emerged across the case studies when examining the issue of how the
value of IT to the organisation is understood and measured. From the perspective of a
support function to the business, all organisations were able to detail the existence of
agreed Key Performance Indicators (KPIs) for systems performance and Service Level
Agreements (SLAs) for service performance. Indeed these were embedded and therefore,
according to Lutmann, mature, in all 4 organisations. Typically the measurements included,
"customer satisfaction", "database, application, server availability", "Network mean-time to
repair", and other similar functional measurements. IT Project delivery was also well
measured in all organisations, with one organisation producing a weekly RAG (Red-AmberGreen) executive report on the status of all IT projects in the organisation.
Moreover, all four organisations had metrics in place to gauge 'Return on Investment'
performance for IT projects, and had set penalties for under-performance.
While IT measurement is comprehensive across the case studies, it appears that IT
valuation is still restricted to its usefulness as a support function, not an equal, strategic,
partner. This may indicate that these companies are not 'following-through' on
implementing actions resulting from competency measurements. As Luftman states,
"Frequently organizations devote significant resources to measuring performance factors.
However, they spend much less of their resources on taking action based on these
measurements."
The evidence in the case studies supports this view. For example, The CTO in CS3 claims
"I‘d say we‘re (the IT department) are seen as a business inhibitor...Business units are used
to getting what they want when they want it. I think the reality is IT is more of a support
role at the moment." This is despite the fact that IT in this organisation is well measured.
Clearly, there is still some way to go before they will feel IT is valued in their organisation.
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So how will the Cloud dynamic affect these already complex relationships? There was a
general consensus across the case studies that Cloud would make it easier to measure IT
performance, and would potentially improve the sense of IT's value to the business.
The rationale for Cloud improving the perception of IT's value was grounded in the fact that
adopting Cloud services meant that, of necessity, IT services would be measured against
KPIs and SLAs. This is because the relationship is contractual. It was also felt that because
these were measurements of an external organisation, that it would make judging
performance easier. As the CIO in CS1 states "It is always easier to benchmark if you have
actually outsourced." That said, the interview subjects felt that the SLAs with Cloud Service
Providers would need to have well-documented consequences for failure to deliver on
agreed service levels. As the CEO of CS3 put it, ""SLA‘s though, they have to really be
meaningful."
A standalone, but noteworthy view, expressed by the senior director of CS4, was that Cloud
would help with measuring IT performance by speeding up IT delivery.
He pointed to the fact that it is difficult to act on the performance of multi-year IT
projects, as focus switches to new projects, and the protagonists of older IT projects may
have moved on to other organisations. Cloud, he believed, would allow these projects to
finish in a timeframe that would allow a full review of their performance.
A consensus view that Cloud Computing would positively affect the business' perception of
the value of IT was expressed. What emerged from the analysis is that the respective
businesses "don't care" where their IT solutions come from. Both the CEO of CS3 and the
CTO of CS2 used that phrase to describe how the business would feel about the adoption of
Cloud services. What all interview subjects felt the business wanted was fast, easy access
to IT solutions, and there was a consensus that this could be done with the Cloud. The CEO
in CS3 articulates the point, "the great attraction for your business user is the agility and
the speed, I can do it now, I can do it quickly and get my business problem fixed." If the
Cloud can help the IT department deliver this to their business users, then they are likely
to increase their value in the eyes of the business.
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5.5.5.3 Governance
STRATEGY
"Ensuring that the appropriate business and IT participants formally discuss and review the
priorities and allocation of IT resources is among the most important enablers/inhibitors of
alignment. This decision-making authority needs to be clearly defined." (Luftman, 2000)
At the heart of the Governance criteria is the sharing of responsibility between IT and the
business for strategic planning, organisational structure, project planning and resource
prioritisation. Analysis of all four case studies shows that it is felt by the interview subjects
to be strongest, most maturely aligned of the criteria across the board. The CIO in CS1
claims, "We would have a very strong culture around governance, new but strong. It‘s in
place now for the last two years so we would have a very strong governance structure
around IT, which incorporates the business units, which incorporates the central oversight
or spend." This theme is replicated in CS2, where the CTO extols the level of Governance in
his company, stating "Shared responsibility with the business for delivering projects is done
pretty well ... there is a centralised large scale programme office that manages the cross
functional nature of it." Similar assertions are made in CS3 and CS4. So the level of
governance is claimed to be very high in all case study organisations. Indeed, there is no
evidence to suggest that this is not the case.
However, there were varying interpretations of, and no consensus on, the effects Cloud
would have on the levels of Governance. Yet again, these views have been coloured by the
different backgrounds of the interview subjects.
The CIO in CS1, who has recently joined IT after a long career in Finance, believes Cloud
will not affect Governance, stating, "A governance structure is a governance structure. So,
there is no reason why you wouldn‘t be able to apply that same structure to Cloud
Computing." This view may be informed by a lack of exposure to dealing with governance
from the IT side of the business.
The CTO of CS2, on the other hand, who has spent his whole career dealing with
governance from an IT perspective, sees the potential for some aspects of Cloud to
negatively impact Governance, and in turn, business-IT alignment. According to the CTO, it
depends on the type of Cloud service. Where there is integration of Cloud and on-premise
systems (Hybrid Cloud), using services such as Infrastructure as a Service (IaaS) and
Platform as a Service (PaaS), he believes Governance will be made more difficult because
of the complexity of sharing resources with the Cloud provider. He believes SaaS, on the
other hand, does not present the same issues. As he puts it, "All of those interdependencies
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are still going to be there, unless you‘re very lucky and it‘s a self-contained thing like
SalesForce (a SaaS product) where you‘re basically logging in and you can use it. But any
other systems have interfaces to the rest of the world, so even if we put a billing platform
(in the Cloud), we‘ve still got to talk to our revenue assurance platform, it‘s still got to be
accessible to our call centre."

The CEO in CS3 believes that allowing the business direct rapid access to Cloud solutions
will negatively impact Governance. This, he argues, is because there is no requirement, in
this scenario, for resource sharing, or planning responsibility between the IT department
and the business functions. As he puts it, Cloud "could actually make (Governance) worse,
because of the agility and speed that‘s there ... so if somebody decides something is a
great project and they are going to just build it out but then they don‘t tell anybody in
infrastructure ... that causes big, big problems because ... no one has planned for it in
terms of their manpower, their budget, even things like overtime and on call."
The senior IT director of the CSP in CS4 believes Cloud will positively impact Governance.
His view is that Cloud adoption, of necessity, means that the IT portfolio needs to be
ordered, data needs to be classified and the application suite needs to be streamlined. In
so doing, IT optimises its departmental structure, prioritises its projects and plans its
strategy. Again, the theme of a ‗holistic' approach to Cloud adoption, a Cloud strategy,
emerges from this Case Study. As he states, "In fact, you can‘t get the value from a Cloud
strategy unless it‘s holistic."
There is, however, a distinct difference in views between case studies 1, 2 and 3 and Case
Study 4, around the subject of Cloud strategy. The interview subject in CS4, the CSP,
believes that Cloud adoption should be a pillar in an organisation's IT strategy. In
developing his IT strategy, "the first thing we said is, everything we develop now we
develop for the cloud." As a CSP, this view is understandable. However, the reality in the
other organisations was very different. None of these companies had a defined Cloud
strategy. This was a statement of fact in all cases. The reticence was born of a lack of real
world experience with business Cloud solutions. As the CEO in CS3 states, "No, we do not
have (a Cloud strategy) ... what we are doing is I suppose flirting with it ... I think you can
only come up with a strategy when you actually understand what you are talking about."
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In summary, there is no consistent view across the case studies on the effects of Cloud
adoption on Governance. They range from no effect, to negative effects caused by
adoption-complexity, to positive effects attributed to streamlining the IT organisation to
prepare for Cloud adoption. Again, the interview subjects' backgrounds heavily influenced
their views in this regard. The fact that none of the organisations (apart from the CSP in
CS4) had a defined Cloud strategy, however, lends credibility to the view that Cloud was
not a pivotal concern in the planning and prioritisation of the IT strategy, a key feature of
the Governance criteria.

5.5.5.4 Partnership
COST

"This partnership should evolve to a point where IT both enables AND drives changes to
both business processes and strategies." (Luftman, 2000)
The theme of IT-business equality, an example of which was expressed in case studies 3
and 4 as "IT having a seat at the executive table", arose repeatedly throughout all case
studies. While different contexts informed different views, there was consistency in the
acknowledgement of friction between IT departments and the business functions. When
asked if their IT department was considered equal by the business, the CTO in CS2
responded very clearly, "No, I'd say we're seen as a business inhibitor. Business units are
used to getting what they want, when they want it. I think the reality is IT is more of a
support role at the moment." The CIO in CS1 also believes IT is seen as an inhibitor, "And
the challenge for IT then is to turn that around into an enabler." The interview subject in
CS4 believes IT departments are not entitled to executive representation by default,
stating "You get a seat at the (executive) table when you deserve a seat at the table. It‘s as
simple as that. If you don‘t deserve a seat at the table, then you don‘t get one."
IT is not seen as strategic or directly contributing to competitive advantage in these
organisations. The strategic alignment maturity level for Partnership is, therefore, low.
How then will Cloud adoption affect this maturity level?
The IT department is viewed, primarily, as a cost centre in all organisations. The CTO in
CS3 paraphrases the business view of IT in his organisation, as ―this is just a cost centre,
run it as cheaply as possible‖. The perception of how Cloud affects the business' valuation
of IT is, therefore, directly proportional to the perception of Cloud's effect on IT costs.
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For example, the CIO in CS1 believes "IT would be seen as a cost centre and this was always
going to be the case when it is in-house. That is why the benchmarking is so important." In
other words, Cloud, as part of an outsourcing strategy, will have a beneficial impact on
costs, and will therefore have a positive impact on the view of IT by the business. The CTO
of CS2 thinks the business' view of Cloud is "You‘re telling us it‘s cheaper. Do it whatever
way you want to – don‘t care". The perception here is that the business does not care about
how IT solutions get delivered, as long as they are delivered, and done so cost-effectively.
Both examples point to a lack of understanding of IT on the part of the business functions,
and more importantly a lack of vision for the potential of IT to deliver competitive
advantage. While the CSP field organisation in CS4 sees the potential value of Cloud to the
business-IT partnership in how it will enable new corporate or business strategies, or add
competitive advantage, he also believes it will assist alignment by lowering the TCO (Total
Cost of Ownership) of IT. The senior director describes it as follows; "If you want to speak
their (the business') language, at the very bottom line, remember that if you‘re taking
servers and stuff out of the data centres in your company, you‘re taking assets off the
balance sheet. Which is attractive too."
So, given the potential of Cloud to outsource much of the IT department, or at least
obscure the source of IT solutions to the business, it could be deduced from the case
studies that Cloud computing has the potential to reinforce the business' perception of IT as
a cost centre.

5.5.5.5 Scope/Architecture
INTEGRATION/CUSTOMISATION/STANDARDS
"The extent to which IT is able to go beyond the back office and the front office of the
organization and assume a role supporting a flexible infrastructure that is transparent to
all" (Luftman, 2000)
The maturity of an organisational IT department's Scope/Architecture denotes the ability of
IT to provide enterprise-wide integration of all applications. IT must enforce architectural
standards (e.g. NIST Enterprise Architecture Model), and provide a common and familiar
User-Interface (UI) for the business, and at the same time, it must tailor applications for
the company's specific requirements.

57

All interview subjects accepted the value of applying architectural standards, and indeed
have employed ERP systems (e.g. SAP), or have enforced standardisation of a
developmental platform (e.g. Microsoft .Net.) Some interview subjects felt that Cloud
offered benefits to this area of business-IT alignment by enforcing standardisation.
The interview subject in CS4 in particular, supported this view. He felt that Cloud offered a
migration route from multifarious legacy (i.e. unsupported) systems to standardised
supported systems. He claimed that moving legacy systems to the Cloud "simplifies your
data, and strengthens your data, because ... it‘s not unusual for businesses to have
something running under someone‘s desk on their old laptop and it‘s a complicated excel
spread sheet but essentially becomes business critical at some point." Put another way, he
felt that moving applications to the Cloud enhances business-IT alignment by reducing the
theoretical number of interruptions to business critical systems.
While this may be true, the upgrading and standardising of applications does not require
Cloud services. This can be done with on-premise systems. Indeed, a common viewpoint
emerged in the other organisations that on the whole, Cloud adoption would negatively
impact business-IT alignment.

The CIO in CS1 was the most vocal on the subject of customising applications for business
needs (see Section 5.1.3). He expressed very clearly, his concern that standardised, noncustomisable SaaS offerings would not be welcomed by the business and would thus impact
negatively on business-IT alignment. He would also support the business in this view. The
CEO of CS3, on the other hand, felt that Cloud would negatively impact Scope/Architecture
by allowing users outside the IT department to ‗deal directly with the cloud provider...and
go and spin off in some entirely different direction." In other words, the ease of access to
different IT solutions meant that the IT department would be left with headache of
integrating diverse Cloud applications. He felt that this bypassing of the IT department
would negatively impact on business-IT alignment.
In summary, the value of application-standardisation to the business functions in an
organisation must be weighed against the requirement for customisation of these
applications for the specific proposes of the business. Interestingly, Platform as a Service
was not mentioned by any of the interview subjects. PaaS (such as Microsoft Azure or
Force.com) is an attempt by CSPs to solve this very dilemma by providing a standardised
Cloud platform on which companies can perform a degree of customisation. It could be
postulated that the lack of a holistic Cloud Strategy in each of the organisations (see
Section 5.5.5.3) has concealed this potential solution from view.
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5.5.5.6 Skills
INNOVATION
"Going beyond the traditional considerations such as training, salary, performance
feedback, and career opportunities, are factors that include the organization‘s cultural and
social environment. Is the organization ready for change in this dynamic environment ...
and does it leverage innovative ideas and the spirit of entrepreneurship?" (Luftman, 2000)
The Skills criterion differs from others in the SAM model in that it examines the availability
of particular types of skills across the company and looks at whether the organisation
fosters a sense of innovation and is capable of dynamic change. Other criteria look
specifically at relationships between IT and the organisation. Here we must consider the
organisation as a whole.
There is a common perception across the case studies that innovation is ultimately vital to
the success of their respective organisations. The interview subjects have different
interpretations, however, on the more immediate effects of innovation within their
company. The CIO of CS1 believes there is a culture within the organisation that supports
innovation, stating, "I think the approach is ... staying ahead of the curve in terms of new
technologies, and bringing that to the table around innovation. There is a big focus (in our
organisation) on innovation."
The senior IT director in CS4 believes that the culture of innovation in his organisation is
reflected in his IT department, stating "In terms of the kind of innovative side, which I think
is probably what‘s behind your question; we would be adding real strategic, innovative
value."
While the CTO in CS2 also feels that innovation is valued in his organisation, he feels that it
is also commensurate with empowerment, "what you're seeing is that kind of empowerment
of innovation being handed back to the engineering department". Furthermore, he believes
that the source of organisational innovation gives that department pre-eminence over
others within the organisation. He believes his industry is "starting to look at people like
Google and Facebook ... and (they are) saying 'actually most of the innovation is coming out
of the engineers and it‘s the marketers then that are given stuff to sell', as opposed to
them saying 'this is what the market needs so go and develop that for us'. So I think what
we‘re starting to see ... a shift." Similarly, the CEO of CS3 believes the skills in the IT
department give the IT department a competitive advantage 'within' the organisation, "We
can do things that everybody else can‘t necessarily do ... we have the deep subject matter
expertise in the various technical disciplines ... we would have a competitive advantage."
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So, the interview subjects in CS1 and CS4 identify 'innovation' as something that is
transmitted through the culture of their organisations to their IT departments, which in
turn can potentially add strategic value to the company. The interview subjects in CS2 and
CS3, on the other hand, see innovation emerging from within the IT departments
themselves and consider it a means to positively differentiate the IT department from
other departments in the organisation.
While the CS1 and CS4 companies can be considered to exhibit a high-level of 'Skills'
maturity, the organisations in CS2 and CS3 could be deemed to have a low SAM 'Skills'
maturity level. Luftman found, for example, that "Skills maturity at a large computing
services company is assessed at a level of 1 ... (where) career crossover is not encouraged
outside of top management. Innovation is dependent on the business unit"
How then would Cloud adoption effect Skills alignment in the different organisations? A
common theme that emerged across the case studies was that the Infrastructure skills
within IT departments were the least likely to be innovative, as these skills were
commodity (or common) across all organisations. As the interview subject in CS4 states "
unless your business is in IT, how can there be competitive advantage in you running a
better infrastructure? There just isn‘t." Examples of IT Infrastructure services include
Networks, Servers, Desktops, Hardware provision, Virtualisation layers and some
applications, such as e-mail. These services were perceived to offer little scope for
differentiation as they are generally standardised and 'out-of-the-box' solutions.
The case studies found that Infrastructure as a Service was the Cloud service most likely to
have an abrupt impact on the skills in the IT department. The senior IT director in CS4 felt
that "Because you can use it (IaaS) to get away from the traditional infrastructure line of
business applications system and partner integration layer, you can reduce your demand on
your time in that layer, free up time to spend in other more valuable places." The CEO of
CS3 held a similar view, stating, "I think if you are in the infrastructure side of things there
will be less infrastructure that you will own and operate yourself."
There was a shared feeling, therefore, that Cloud adoption could augment Skills alignment
by removing the generic Infrastructure layer from the IT department, facilitating a
concentration on developing skills that were more focused on developing tailored solutions
for the business.
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It is also worth noting that some interview subjects believed that because of the managedservice nature of Cloud, IT departments in the near future would also need to develop new
skills, specifically intercessors with CSPs. The CEO of CS3 stated "There will be more vendor
management of cloud service providers and so there is a skill set that not all IT functions
have that they will need to develop." The interview subject of CS4 felt that the 'Cloud
Services Broker' term, coined by Gartner to describe such an intermediary, was "industryspeak", although he did feel a new role in IT was needed to "manage the experience of
users" dealing with Cloud Services. The CIO of CS1 summed-up the view of the interview
subjects, finding that while an intermediary role would be beneficial, an element of
caution was required. He stated, "you would not want to be fully dependent on a broker,
you would want to maintain the kind of change control, open design in-house. If you lose
that skill set you just basically have a bunch of people managing a contract ... and now you
have people who know very little about IT managing a contract you find that they just
don‘t have the depth of knowledge to be able to shape that contract and get the kind of
value out of it."

61

Section 6. Conclusions: Cloud Computing adoption and
perceptions of its impact on business-IT alignment in large
organisations operating in Ireland

A review of the relevant literature found a sizeable contextual gap relating to the effects
of Cloud Computing on business-IT alignment, in large organisations operating in Ireland.
This paper is an attempt to narrow that gap, by answering the four 'Research Questions' in
Section 3.
'Research Question 1' asked, "How is Information Technology viewed by senior IT managers
in large organisations in Ireland, as a contributor to achieving competitive advantage?"
It can be concluded from the research that IT is very much seen as a support service to the
business functions, only contributing to organisational competitive advantage by facilitating
business initiatives. It could be argued that this is a manifestation of the 'Contingency View'
of the strategic value of IT, which holds that superior firm performance is achieved through
aligning IT and the business through ―patterns of relevant contextual, structural and
strategic factors‖ (Doty et al., 1993, p.1196).
It was also evident in the case studies, albeit to differing extents, that senior management
in the organisations felt that IT strategy should support the business strategy, not drive the
business strategy itself. While those interview subjects with a background in Information
Technology felt that the IT department should be considered a strategic capability by the
organisation, in line with the 'Resource-based' view espoused by Weill and Broadbent (1998,
p.1), there was a general acknowledgment that this was currently not the case in their
organisations.
That is not to say, however, that IT is not seen as critical by these organisations. A common
theme emerged in the case studies, that all organisations were dependent on Information
Technology. This dependency by the business on technology was observed to be markedly
different, however, to the organisation viewing Information Technology as strategic, or the
people who manage it, as deserving of a seat at the 'Executive Table', where corporate and
business strategies were devised.
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'Research Question 2' asked, "How is business-IT alignment, expressed through the Strategic
Alignment Maturity Model, perceived by senior IT management in large organisations in
Ireland?"
It was acknowledged earlier in this paper that it was beyond the scope of the research to
undertake a full SAM assessment of each organisation. It was, however, felt by the author
that it was important to establish views on existing business-IT alignment, so that a
baseline could be established with which to compare views on business-IT alignment, postCloud adoption. The parameters of the SAM index were used, therefore, to generate this
baseline. In analysing 'Communications', it was found that all organisations had
implemented organisational structures to facilitate communications, but that these
provisions had yet to yield dividends in terms of improved understanding between the
departments.
Regarding IT Measurements/Value, there was an awareness on the part of the organisations
that measuring IT performance was an important factor in aligning it with the business. All
companies had implemented detailed KPI measures of their IT departments, but again,
despite the structures being in place, there was little evidence that valuation of IT had
improved. While the actual levels of business-IT alignment expressed through
Communications and IT-Measurements/Value might be low, there were structures in place
to improve alignment, over time. Given the implementation of these structures, it is no
surprise that the level of 'Governance' across the organisations was high. Indeed, all
interview subjects felt confident that their organisations shared responsibility for
resourcing and financing IT projects. While 'Governance' was well aligned, 'Partnership'
alignment was observed to be low. Although not all interview subjects felt that IT should be
considered primarily as a cost-centre, there was consensus that their organisations did, in
fact, view IT this way. It was felt by some of the interview subjects, however, that this
view is changing as their companies observe the business models of Apple and Facebook,
for example, which use technology to drive competitive advantage for their organisations.
There was a high-level of 'Scope/Architecture' maturity, observed across the organisations.
All of them, with the exception of CS3, had implemented ERP systems across the
organisation and were providing customised applications to their users on standardised
platforms. The level of 'Skills' alignment maturity was mixed across the case studies. The
more mature organisations viewed innovation as cultural, emerging from, and benefitting
the whole organisation, whereas the less mature organisations viewed innovation as
something that originates in the IT department and helps IT differentiate itself from the
rest of the company.
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So, while mixed levels of maturity were observed across the SAM model parameters, it
could be argued that these organisations had mostly similar levels of maturity (see Table 1)
Table 1. Cross-Case Analysis SAM Ratings

It was concluded in the business-IT alignment section of the Literature Review that
although the mechanics of alignment seemed to be well understood, the results of
attempted alignment appeared to be disparate. It was postulated that this might be
explained by the highly contextual nature of the factors affecting business-IT alignment.
The research bears this out.
Indeed context, especially in terms of the career backgrounds of the interview subjects
relevant to their current positions in their organisations, appeared to play a pivotal role in
informing their views on business-IT alignment. For example, it was particularly evident
throughout the research that the interview subject in CS1, who has had a long career
history in the Finance department of his organisation, felt strongly that "Business IT
alignment (is) where the IT strategy is serving business requirements." The CTO of CS2, who
has spent the majority of his career in engineering and IT, held the opposite view, namely
that IT should drive competitive advantage of its own volition. The CEO of CS3, who has
worked in both IT and non-IT functions, was observed to have a more balanced view, seeing
business-IT alignment as an "iterative process" and that organisations "need to have a good,
a constructive relationship to allow (alignment) to happen. But it works both sides." It
should be noted that the views of the senior IT director in CS4 toward business-IT alignment
do not, however, follow this predictable pattern. He has been an IT engineer for over 20
years, but still felt that business-IT alignment primarily means IT supporting the business,
and that for the business to align with IT would require "dumbing down." This view might be
informed, however, by the fact that the organisation in CS4 is an IT company, and that the
business functions are themselves IT providers to external (non-organisational) customers.
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'Research Question 3', (the core question of the paper), asked, "How do senior IT managers
in large organisations in Ireland view the effects of Cloud Computing on business-IT
alignment?"
It is significant, when reporting the perceived effects of Cloud adoption on business-IT
alignment, that only one of the case study organisations, the Cloud Services Provider, has
formulated (and undertaken) a holistic Cloud adoption strategy. The other three
organisations do not have a defined Cloud adoption strategy. Given the level of knowledge
about Cloud, displayed in the interviews, this is surprising. Moreover, when presented with
the high-level findings from the Microsoft-sponsored Amarach survey, which found that 53%
of Irish companies had adopted Cloud services, all interview subjects expressed scepticism
of the basis for these results.
Also worthy of mention is the fact that the influence of the 'Irish' context was not apparent
in any of the interviews. While the interview subject in CS4 viewed the nature of the
multinational structure of his organisation as having a direct effect on the perception of
the strategic value of the Irish field organisation, the Irish context does not, however,
appear to have had a bearing on this question in general. None of the interview subjects
refer to Ireland (or 'Irish-ness') in discussing the topic, leaving one to conclude that the Irish
context is not central to considerations of the effects of Cloud adoption on business-IT
alignment.
What emerged from the research was that there was observable reticence in undertaking a
wholesale move to the Cloud. The factors influencing this caution, include concerns about
losing the ability to customise applications, doubt in the ability of Cloud to maintain highlevel availability of critical IT services and reservations about the Opex model of utility
computing delivering long-term savings over the traditional Capex model of purchasing IT
assets. Surprisingly, the Interview subjects did not mention Data Security/Privacy in this
context, which is commonly reported to be the primary impediment to Cloud adoption
(Businesswire, 2013).
While there was a degree of consistency in the views on business-IT alignment across the
case studies, perceptions on the effects of Cloud adoption on business-IT alignment were
less harmonious (see Table 2). They range from Cloud having little or no effect, through
Cloud having a significant negative effect, to Cloud having a substantial positive effect on
business-IT alignment. Once again, the analysis shows that understanding the background of
the interview subject and the organisational environment, within which they operate, is
key to understanding this diversity of views.
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Table 2. Cross-Case Analysis SAM/Cloud Ratings

The senior director of IT in the Cloud Services Provider felt that Cloud adoption could
benefit business-IT alignment, by removing the requirement for IT to support generic
Infrastructural technologies that do not add value to the business. In so doing, he argues,
this would free-up IT resources to focus specifically on tailoring IT solutions to the different
lines of business. While this is a cogent argument, the background of the interview subject
means that this is a somewhat expected response. It would, perhaps, have been more
meaningful if this interview subject felt that Cloud adoption would negatively impact
business-IT alignment.
So, the conclusion to the key question, 'what are the effects of Cloud adoption on businessIT alignment?' is informed, less by case study 4, and more so by the other case studies.
This paper revealed a substantial knowledge of the intricacies of the Cloud, on the part of
the interview subjects, and indeed enthusiasm for its potential benefits. This did not
translate, however, into a majority view that Cloud would enhance business-IT alignment
specifically. As has been shown, there are mixed views on how the adoption of Cloud
services will impact business-IT alignment. It is deduced, however, that overall, there will
be a net adverse impact.
A review of the literature on the subject found that business-IT alignment continued to be
of paramount concern to IT and business managers across the globe. It is very clear from
the research done here that, despite practical efforts, business-IT alignment continues to
elude large organisations in Ireland today. It was also observed from the literature review
that there has been little research published on the effects of Cloud adoption on businessIT alignment. Certainly, it has been found in the course of this study that the onset of the
Cloud dynamic will impact the very core of the business-IT relationship. The chief concern
of the case study organisations was the fact that the 'SaaS bypass' offers the business the
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ability to bypass the IT department and acquire IT solutions, directly from an external
provider. As a final conclusion, it could be deduced, therefore, that Cloud might not just
negatively impact on the criteria measuring business-IT alignment, but that it could lead
the business to question the reason for having an IT department in the first place.
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Section 7. Recommendations for Future Research

The results of this case-study research provide an indication of attitudes to Cloud adoption
and its effect on business-IT alignment. Case study research, however, has known
limitations, as Siggelkow (2007, p. 20) acknowledges, ―If existing theory claims that A leads
to B, but here is a case where A did not lead to B, (this may point) to the fact that the
theory is not quite right, or at least that there might be something missing in the theory,
motivating further research and justifying more refined conceptualization." The author of
this paper believes that the subject of Cloud and business-IT alignment would benefit
greatly from a broader, quantitative analysis of the subject, which would compliment this
qualitative research. A full SAM analysis of large number of organisations, followed by
questionnaires, could help disprove or verify the findings of this paper.

The author also recommends 'Active Research' of the subject as a follow-up to this paper.
This was a cross-sectional study, partly of necessity, providing a snapshot in time of the
case study organisations. This research found that there were highly contextual views
informing opinions of Cloud adoption's effects on business-IT alignment. A longitudinal
'Active Research' study could dig further into these contexts and provide a greater
understanding of the subject.
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Section 8. Self Reflection on 'Own Learning' and Performance
8.1 Rationale for undertaking an MBA in Cloud Computing
The MBA programme represented to me an opportunity to gain a qualification that could
help to create opportunities to move to a more senior level of IT management. Having
worked for so many years in IT, I understood the empirical nature of the industry, and the
importance of certification to potential employers. Obtaining an MBA qualification would
tell a future employer that I not only understood the technical subject matter of IT, but
also its role in the broader scope of business, and that I was proficient in the language of
finance, marketing, operations, organizational structure and strategy. Also, an MBA
qualification would indicate to potential employers that I was prepared to undertake a
master‘s course while simultaneously working in a management role. I chose to specialise
my MBA in Cloud Computing. The Dublin Business School was one of a small number of
institutions in Ireland offering this option. I felt that the distinction of holding one of the
very few Cloud Computing MBA qualifications in Ireland would be critical to advancing my
career in Information Technology.
While I understood it would be important to learn the subject matter of the course
modules, of equal importance would be the opportunity to work with other part-time MBA
students and to ‗network‘ with individuals who were active in the working world at a
management level, and who would have contacts in multiple different organisations. I was
also very aware of the importance of the MBA Dissertation as an opportunistic route from
the academic world to the world of potential employers.

8.2 Development of skill sets through the MBA
8.2.1 Working in Teams
In my current professional role, there are eight staff members reporting directly to me and
I make the management decisions for my team. Initially, I found the MBA requirement to
work as part of a team, uncomfortable. I was the eldest of 5 in the group (by about 10
years). I felt that 'team working‘ would hinder, rather than help, delivery of the course
objectives. It did prove difficult. Decision-making was slow initially and, inwardly, I was
blaming the other team members for this. What surprised me, however, was the dedication
of these individuals, and their commitment to achieving First Class Honours. I learned to
listen and to be patient. I had to learn to accommodate other opinions. At times this felt
irritating and frustrating. Working through that, I learned the value of accommodating the
strengths of other individuals. Their strengths covered my weaknesses, and vice versa.
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When a team reaches the Tuckman level of ‗Norming‘ (Tuckman, 1965, pp. 384), the sum
can really be greater than the whole. This was a genuine surprise. While there has been
much written theory on team working (e.g. Belbin‘s Team Roles, 1981), and while I could
see some manifestation of these theories in practice, I feel you cant understand the
difficulties, the breakthroughs, the satisfaction of team working, unless you do it.
Incidentally, the group continued to work and socialise together into the second year of the
MBA. The true understanding, and practical experience, of team working is a new and
powerful tool that I will use to get to further my career.

8.2.2 Self-Reflection
Writing this Personal Development Profile 18 months ago, would have been very difficult
for me. While I‘ve always felt I‘ve done well at work and in education, achieving exam
success, promotions and so on, I‘ve never really analysed how I did the work to get there.
Therefore, when we were assigned our first MBA deliverable, and part of that deliverable
was a Reflection Report on how the group worked as a team, I struggled to understand the
assignment (even querying it with our lecturer). Learning the reflective process has given
me insights into how I work, so that I can tackle those deficiencies in the skillset I need to
further my career. For example, on reflection, I enjoy outwardly discussing problems,
brainstorming and externalising ideas. Surprisingly, I realised that I enjoy working in teams.
I have realised the value of self-reflection to the extent that I undertook a Myers Briggs
personality type test.

8.2.3 Adaptability
On undertaking the MBA programme, I wanted to force myself out of my comfort zone and
meet new people and undertake a new challenge. It was uncomfortable at first, but I‘m
overcoming that feeling and am learning to be adaptable.
The Dublin Business School MBA program necessitates interaction with different ages,
cultures, abilities, and attitudes. There weren‘t enough part-time MBA students to justify a
dedicated Cloud Computing module class this year. The school offered me the option of
studying with the full-time class, necessitating time off work and re-organising my work
schedule. The fulltime class students were generally much younger than me, with a lot less
real-world experience. This scenario was initially challenging, but moving outside my
comfort zone has reaped rewards for me (a recurring theme). I have found that being open
and interactive, rather than closed and insular, pays practical dividends.
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8.2.4 Qualitative Analysis
I carried out primary research for my undergraduate degree in History in UCD. What I had
not yet done, before studying fr the MBA, was a qualitative analysis of research data in the
area of my chosen career. I work for a highly operational company, in an operationally
focussed area of IT. The skills that develop and thrive in this environment are generally
reactive, such as problem solving, tactical planning and decision-making. In line with my
career plan for the next 5 years I want to shift focus from operational to business analysis
(specifically in the area of Cloud). I do have business analysis experience in my current
work role, but I recognised the requirement to significantly augment this skill for my future
career. This MBA dissertation presented me with an opportunity to develop the skill of
qualitative analysis, while doing this in the area of Cloud Computing (See Appendix 4).
Practising the qualitative method helped me to discern patterns and emerging trends in the
gathered data. In addition to learning the qualitative analysis skills that will be essential to
my future career plan, I have furthered my practical knowledge of an area in which I would
like to make my future career.

8.3 Lessons Learned from MBA
Self-reflection is a new skill that I have found to be key to my personal development. I
believe that this skill, learned through studying for the MBA, will help me understand my
strengths and weaknesses as I progress through my career. The creation (and on-going
maintenance) of a personal SWOT analysis could be viewed as the manifestation of this new
skill, and a practical guide for self-improvement (See Appendix 12).
While I recognise that learning does not end with graduation, I do believe that the MBA
programme has given me the practical tools to speak the language of business and to
understand IT, my chosen profession, through a 'business' prism.
Indeed, this was particularly pertinent when writing this dissertation. One of the strongest
themes to emerge from the interviews was that business-IT alignment requires the
understanding of IT from a business perspective, and vice versa. I am confident that by
studying for this MBA, I have enriched my own understanding of business, and, therefore,
wherever my future takes me, I can contribute positively to the alignment of business and
IT.
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Appendix

1. Article Critique
‘Towards the business–information technology alignment in cloud computing
environment: An approach based on collaboration points and agents’ (Li 2011)













Title
o

Title is unclear. It is not clear if the research approach is based on software,
processes or people, or if the case study is purely theoretical
Abstract
o The abstract is clear and representative of the article
References
o Some statements are made without reference (e.g. ‗since e-business is widely
accepted‘ and ‗the IT integration of enterprise intra-IS and cloud services is
inevitable and extremely important to deliver results‘)
Discussion Relevance
o The discussion is relevant and to the point
Argument
o The authors state that CCSVs only offer standard services, therefore propose a
collaboration of business processes between CCSV & organisations, so
organisations can include Cloud Computing in their business strategy
o This ignores Business Processes as a Service (BPaaS) which addresses this
particular problem (e.g. SAP)
o Gartner is predicting that BPaaS will grow from $84.1B in 2012 to $144.7B in
2016, generating a global compound annual growth rate of 15%.
Spelling and Grammar
o Spelling errors make some points unclear (e.g. ‗CCAV‘ should read CCSV,)
Fact Checking
o Some statements are not factual. For example ―CCSVs cannot customize
services to satisfy an enterprise‘s requirements.‖ Salesforce provides Platform
as a Service (Force.com) to allow Cloud Services customisation.
Acronyms
o Authors use non-industry standard acronyms (e.g. CCSV should be CSP)
Gaps
o Methodological
 The article is based on secondary research
o Conceptual
 There is no rationale for BITA post-Cloud adoption, ―When planning IT
implementation, the managers of an enterprise take cloud service as
another resource apart from intra-IS‖
 While the premise may be correct, there‘s no proof of this in the
article, and there‘s no attempt to understand the rationale behind this,
if it was the case.
o Contextual
 There is no industry, or country-specific, context in the article.
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2. Burrell and Morgan’s ‘Four paradigms for the analysis of social theory’
(1979, p.21)

3. Customised Research Onion
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4. Interview Guide

Part 1: Organization & Role





What is the core competency of your organization?
What is your position in the organization and describe your role?
How does IT fit into the overall organization structure?
Describe the role of IT in your organization

Part 2: General


Manager's general view of BITA
 What do you understand Business-IT alignment to be?
 In general, do you consider Business-IT alignment important? Why?
 What factors do you think facilitate (or inhibit) Business-IT
alignment in organizations?



Manager's general view of Cloud Computing
 In general, what do you feel are the chief benefits of Cloud
Computing?
 The Microsoft/Amarach survey of 2013 shows Nearly two fifths
(37%) of the (151) Irish organisations surveyed have already
deployed Cloud Computing. This rises to over half (53%) of the
largest category of organisations (employing more than 250
people). Are you surprised by these figures? How do you view the
future of Cloud Computing in Ireland?



Manager's view of Cloud adoption affects on BITA in general
 In which ways do you think adopting Cloud Computing could affect
Business-IT Alignment in organizations?
 Have you heard of the 'SaaS Bypass'?
 Do you think IT departments will change in the next 5
years? How?
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Part 3: Your Organization


Manager's view of BITA in their organization (SAM Index)
 Communications:
 How well does your IT department understand your
business' requirements, and vice-versa? Do they
communicate well with each other?
 Would adopting Cloud Computing facilitate or inhibit this
communication? (e.g. would it be more difficult/easier to
communicate requirements directly with a SaaS provider?)


Competency Value/Metrics
 Is IT-performance measured in your organization? How?
 Would adopting Cloud Computing make it easier for your
organization to measure IT performance and maybe get
more meaningful results?



Governance
 How well is the responsibility for delivering IT Projects
shared across IT and the business functions?
 Would Cloud Adoption make IT governance easier/better?



Partnership
 Does the business view IT as a cost center or as an enabler?
 Would adopting Cloud Computing change this view? How?



Scope & Architecture
 Has IT implemented a flexible technology platform that
integrates applications across the Enterprise?
 Would adopting Cloud Services improve the current
situation? (e.g. Microsoft Azure, Force.com)
Skills
 Do the skills in your IT department contribute directly to
the organization‘s competitive advantage? Or do they act
primarily as support to the business functions?
 How do you think adopting Cloud Services would alter this
situation?





Manager's experience with Cloud Computing
 Has your organization developed a Cloud Computing Strategy?
 If so, at what stage of that strategy's implementation is the
organization?
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5. Cost issues
Primary Research
 Travel, Recording equipment, Lost working hours, Binding
Secondary Research
 Journal articles (see below)
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6. Literature Map

Literature Map
Ireland and Cloud
Compu ng,
News Ar cles
Irish IT, Literature
Impact of Cloud
Compu ng on BITA
Irish Firms

IT and
Compe ve
Advantage

Cloud Compu ng
Business Focus
Literature

IT Business
Alignment
Literature
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7. Confidentiality Agreement

Information Sheet
Purpose of the Study: As part of the requirements for MBA in Cloud Computing, I am
required to carry-out a research study. The study is concerned with investigating the
impact of Cloud Computing on business-IT Alignment in Irish firms.
What will the study involve? The study will involve a 1-hour interview on the subject
above
Why have you been asked to take part? You have been asked because you have direct
experience with business-IT alignment and are a pivotal decision maker in your
organisation.
Do you have to take part? No. Also, you have the option of withdrawing before the
interview takes place or withdrawing from the process even after the interview takes
place.
Will your participation in the study be kept confidential? Yes, The information taken
from the interview will be treated as anonymous. There is an informed consent from
included for you to sign.
What will happen to the information, which you give? The data will be kept confidential
for the duration of the study. On completion of the thesis, they will be retained for a
further six months and then destroyed.
What will happen to the results? The results will be presented in the thesis. My supervisor,
a second marker and the external examiner will see them. Future students on the course
may read the thesis. The study may be published in a research journal.
What are the possible disadvantages of taking part? I don‘t envisage any negative
consequences for you in taking part.
Who has reviewed this study? Approval must be given by the Dublin Business School and
John Moore University, Liverpool, UK.
Any further queries? If you need any further information, you can contact me: [Gareth
Byrne, 086-6027901, garybyrne@hotmail.com]
If you agree to take part in the study, please sign the consent form below
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8. Consent Form

Consent Form
I………………………………………agree to participate in Gareth Byrne's research study.
The purpose and nature of the study has been explained to me in writing.
I am participating voluntarily.
I give permission for my interview with to be tape-recorded
I understand that I can withdraw from the study, without repercussions, at any time,
whether before it starts or while I am participating.
I understand that I can withdraw permission to use the data within two weeks of the
interview, in which case the material will be deleted.
I understand that anonymity will be ensured in the write-up by disguising my, and my
organisation's, identity.
I understand that disguised extracts from my interview may be quoted in the thesis and any
subsequent publications if I give permission below:
(Please tick one of the following:)
I agree to quotation/publication of extracts from my interview
I do not agree to quotation/publication of extracts from my interview

Signed…………………………………….

Date……………….
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9. Project Plan
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10. Word Search List

85

11. Dissertation Diary ('Evernote')
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12. Personal SWOT Analysis
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13. Interview Transcript Samples

Case Study 1
(Page 10 of 11)



I = Interviewer
IS = Interview Subject

I: What about, a lot of the Cloud providers will advertise the fact that you will move
from a Capex model to an Opex model. Is that something that is of benefit?
IS: Yes, that could be a positive when you do the numbers but then you know, you hear
people talking about well, it is worse off, it is very competitive, now that they have got a
captive audience and you know, where does it go from there, the Opex.
I: Right, okay.
IS: But yes, I mean now, the other side of that question actually, you would do the numbers
on that and see if there is any real saving but for a company like X IT wouldn‘t be a
significant enough part of the overall capital spend to be a driver. In other words it is not
that we‘re strapped for cash. So, you would be looking at it in the round in terms of MPV
and all of that kind of stuff.
I: Okay.
IS: But you wouldn‘t be doing it on the basis of, ‗Oh my God, we can save.‘ You know? We
tend to have, like if you have a company that has some big spike coming up of Capex and
you know it is a fairly significant part of their overall capital requirements so it is another
form of, you know, it is a big attraction to them. So, if you‘ve got a company that has
fairly steady Capex spend which is ours, appreciating over three years, it wouldn‘t be as big
a driver per se, you know?
I: So, you would have low variability on demand then?
IS: Yes, well now I say low variability, it is bloody high demand.
I: Yes the variability is low?
IS: The variability is low, yeah. Wherever it is, it keeps coming at us every year, yeah.
I: So, it is steady.
IS: Yes, it is steady, yeah.
I: So, the elasticity benefits are not really appropriate for you guys?
IS: No, no.
I: Okay, final question X, just then specifically has X got a cloud computing strategy or
is it working on one and if it has got one what stage of that strategy is it at?
IS: We haven‘t got a cloud computing strategy but we are just about to embark on looking
seriously at an application and that will be maybe 15 or 18 month project to see whether,
you know, we‘ll test it as to whether you know, looking at all the positives and the
negatives and risks and all that and benefits as to whether we will. We are seriously going
to test it for one very major application.
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Case Study 2
(Page 12 of 15)



I = Interviewer
IS = Interview Subject

I: What about projects, I understand you have scheduled regular releases, but projects,
one or two year projects, is there measurement of the success rate of projects? Are
project managers rated on how well projects perform?
IS: Not directly, obviously in the PMR they are but they‘re very self contained
environments, they‘re managed by steering groups and they‘re rigorously managed through
the life cycle of a programme. So you know they get somewhere between a one and a five.
We tend to contract in a lot of project managers we‘re doing an awful lot of large scale one
off programmes so the X, X just went in off the back of the X, it‘s a brand new X which was
actually more challenging than putting the stuff out there but touch wood it‘s in right. It‘s
going to have a drop with TV in it, in the next couple of weeks, touch wood, we‘ve an OSS
platform with all new remedy consolidation going on so we‘ve about 18 big projects that
are going in in an IT and networks environment, so we‘re contracting in a lot of particularly
programme management skills because we need really experienced people to be doing this
thing. So they‘re monitored on a weekly basis they all have their steering groups with the
right stakeholders but are they scored against success, they‘re measured against budget
and against timeline.
I: So in terms of the business I suppose at that level you’re talking about someone like
the CEO or non-IT people, their view of IT in terms of delivering those projects it’s not
formulated in terms of whether they can track it and see you have delivered, say, 70%
successfully over five years?
IS: Not really. There would certainly be clear line of sight, particularly with this CEO to you
know ―X's springboard is another week late what‘s going on there?‖. So it‘s there and
would be very meticulous management and that‘s all controlled through technology
engagement. So on a Sunday night for the 18 top programmes we would get a rag status
relative to timeline and budget and what are the outstanding issues. There‘s about a 40
page report comes out around midnight on Sunday night and that‘s if you like the bible by
which we run the stuff.
I: OK. Governance. How well is the responsibility for delivering IT projects shared
between IT and the rest of the business?
IS: Pretty well. There‘s two types; there‘s the large scale programmes and there‘s the
releases. So the releases, the customer facing units sit on the portfolio boards, it‘s a
process where stuff goes from ideation, to pre-study to feasibility study to execution with a
kind of a permeability of about 80%. There is a prioritisation in stages going on. So that‘s
kind of well monitored and that‘s kind of the trains arrive on time and there‘s, touch wood,
there aren‘t many mistakes

89

Case Study 3
(Page 6 of 15)



I = Interviewer
IS = Interview Subject

I: The thesis is specifically about the effects on business IT alignment of cloud adoption
so at a very general level can you see any ways in which you think business IT alignment
can be effected by the adoption of cloud services?
IS: Yeah, bit time. You might get a reasonably knowledgeable business user who has a
business need that has to be catered for right now. All they need is a credit card and they
can call up and with their marketing dollars they can just get an application built to no
particular standards or no particular security standards, throw it up there, the data could
be particularly sensitive, personally identifiable, even commercially sensitive and it‘s open
to the entire world so when something goes wrong and ICT or the CIO gets brought in, we
have a problem here, ICT goes ‗What the hell is this? Oh my God, shut it down now‘ but
you can‘t because now it‘s become mission critical to somebody. It has the potential to
cause untold problems and even damage because you are going to let complete amateurs
make what is seen to them to blindingly obvious decisions and sure ICT, you‘ll only get in
the way and don‘t be talking to me about standards and don‘t be talking to me about
protecting the data or what‘s commercially sensitive. Look, it‘s my business; I know what I
need to do. It‘s going to cause, I think, some big problems there and I think that ICT as a
profession is going to need to get in front of that and the great attraction for your business
user is the agility and the speed, I can do it now, I can do it quickly and get my business
problem fixed as opposed to having to go through change advisory boards, the processes
that we actually put in place to protect the business and to be responsible but that seems
to the user to slow everything down and ICT is going to need to I think adopt cloud and give
people, allow them to get the benefits of cloud in terms of the agility and the speed but in
some sort of controlled way.
I: I mean you are almost anticipating the next question, that’s great.
IS: Sorry.
I: That’s great, no. If that is the case, and IT need to adopt to that scenario, how do
you see the IT department developing in the next few years as the Cloud becomes more
ubiquitous and more available?
IS: I think if you are in the infrastructure side of things there will be less infrastructure that
you will own and operate yourself. There will be more vendor management of cloud
service providers and so there is a skill set that not all IT functions have that they will need
to develop, somebody who can manage a contract, can look at the overall business
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Case Study 4
(Page 4 of 21)



I = Interviewer
IS = Interview Subject

I: OK. I mean, you’re almost answering the question, but in general, do you think it’s
important that the business is aligned with IT?
IS: I think it‘s important that IT is aligned with the business.
I: Well that’s an interesting answer, why do you say that?
IS: If you look at say, a CEO role, the CEO is forward looking, should be forward looking, a
significant portion of his or her time should be forward-looking, right? They should be
talking; ninety per cent should be about how to increase business value. So a CEOs job is to
drive value for shareholder, right? If they‘re having business value conversations, and as IT
we‘re having the traditional conversations about infrastructure and apps and you know, ‗I
can‘t get this partner to work with that partner‘, or systems integration, or you know, that
layer takes eighty or ninety per cent of their time. It‘s of no interest to a CEO, because
that is all engineering talk, it‘s about what and how and when. What the business
leadership should be interested in, is why. And then what? So the, when, from an IT
perspective, they already know what their priorities are. The challenge we have, and you
know when IT people say, ‗Oh, how we do get a seat at the table?‘ You get a seat at the
table when you deserve a seat at the table. It‘s as simple as that. If you don‘t deserve a
seat at the table, then you don‘t get one. So if you were to sit with most IT audiences and
say to them, ‗How many people here read the Financial Times at least once a week? How
many people here read the Economist every week? How many people here would read a
couple of non-fiction books a month? How many people here would read, you know, white
papers?‘ And you‘d get very few hands, OK?
I: Yes.
IS: So, how do you expect to be able to have a conversation with a CEO who lives in that
world?
I: OK.
IS: Yeah, so the bottom line, is, the reason I say it‘s not that the business needs to align
with IT, but IT needs to align with the business, is that if IT, if business had to align with IT,
they‘d essentially be dumbing down.
I: So, taking that point and flipping it; if there’s the requirement for IT to support the
corporate strategy of the business, that’s dictated by the CEO and the executive., then
what about IT themselves driving competitive advantage, is that important?
IS: Absolutely. In that, so that‘s where I was coming from when I was saying, don‘t just
understand where their problems are, understand what the problems are that they don‘t
know about yet, or what might be down the road. The flip side to that is what
opportunities might exist today to drive additional productivity or cost savings or increased
market share or revenue or whatever, and similarly to the future, right?
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