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Abstract: Organizations have realized that in order to achieve competitive advantage, IT needs to be
strategically aligned with business objectives. To achieve alignment leveraging, Information Technology
Infrastructure Library (ITIL) is considered fundamental as a comprehensive approach to planning and
managing IT actions within the organization, based on its business requirements.

This survey reports on a study to assess the effect of successful ITIL Framework on the Business-IT alignment in
an Iranian organization (municipality 1T organization Of Tehran, Iran), using the Luftman’s maturity model as
the assessment tool and to determine whether there are any significant differences in perspectives of IT and
Business Managers on what factors contribute to successful strategic alignment using Henderson and
Venkatraman’s strategic alignment model as its framework.

Keywords: Business-IT Alignment (BITA); IT Governance; Information Technology Infrastructure Library

(ITIL); Luftman’s maturity model; Strategic Alignment Model (SAM)

I.  Introduction

The first decade of the 21st century has
seen Information Technology (IT) make great
strides, quickly evolve and grow so conspicuously,
from a time when it was providing mere back office
support, until now where it plays a strategic role in
organizations. IT now supports several business
strategies and also has the ability to introduce new
strategies within organizations. Therefore, IT
executives who are trying to shape business
strategies within their own organizations see the
pressing need to improve their own abilities to tap
innovation [1].Business-IT alignment (BITA) is
one of the vital topics of IT management sciences
and is often ranked first in the surveys of senior
managers’ top ten concerns [2]. Alignment is a
complex concept involving several different
approaches to understanding and achieving it [1]
[31 [4] [5] [6] [7]. These approaches can be
classified under three main categories:

e Alignment via “governance” [8] .
e Alignment via “architecture” [8].
e Alignment via “relationship” [8] [6] [9].

Regardless of the reasons and rationalization of an
ITIL Framework, these projects are expected to
positively affect BITA improvements. Therefore,
finding a solution to this problem, related to the
type of method required to quantitatively measure
the effect of the IT executive plans on achieving
business strategies and goals, was the force that
motivated this present study. The purpose of this
study is to increase knowledge about the BITA
factors influenced by an ITIL Framework. The
three main questions addressed in this study are:

1. Does an ITIL Framework impact BITA
improvement?

2. What is the scope of this effect?

3. What is the role of ITIL in SAM?

This research focuses on the use of Luftman’s
alignment maturity assessment model [10] to
examine the BITA maturity in An Iranian
organization, whose the ITIL Framework have been
completed after 2011. This research was conducted
via a closed questionnaire, which had been
designed according to the metrics of the Luftman’s
assessment model, to one organization that had
completed the ITIL Framework. Ultimately, 33
questionnaires were received back and analyzed.
The results of this study show a dramatic
improvement in BITA on completion of an ITIL
project.
This paper begins with a literature review on BITA,
SAM, ITIL, BITA maturity models, as well as the
Luftman’s model as the main research tool. After
establishing the theoretical foundation, an
explanation of the research design is given,
followed by data collection and analysis. Finally, a
summary of the findings is presented, as a
conclusion to the paper.
Literature Review

To develop a theoretical framework for
testing the ITIL effects on BITA, multiple streams
of related literature were examined. This consisted
of studying previous and recent research literature
to identify the nature of research that has been done
thus far and what is yet to be studied, in the future.

2.1 Business-IT alignment
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Business-IT alignment is the highly
desired state in which an organization can
effectively use IT to achieve its business objectives.
This term particularly encompasses the efforts of
the IT and business professionals to bridge the gap
prevalent among the stakeholders of the
organization, owing to differences in objectives,
culture and incentives, including a reciprocal
unawareness of one another. Aligning business
with IT is a fast growing concept that was initially
introduced in the 1970s; however, senior managers
were not able to actually apply alignment in their
organizations until the 1990s, when a systematic
model was presented by Henderson and
Venkatraman  (1993).  Studies show  that
organizations with IT-enabled growth are not only
positively affected by economic impacts (e.g.
increasing sales and decreasing expenditures) [11],
they can also achieve a better strategic match, a
more efficient IT architecture and more core
competencies, as well as better decision-making
and faster competitive reactions.

Several definitions have been proposed on BITA by
scholars, of which the more important are listed
below:

e Applying IT in an appropriate and timely
manner, in accordance with existing business
strategies, goals and needs [10].

e Matching business requirements with relevant
IT services [7].

e The degree to which the IT applications,
infrastructure and organization enable and
support the business strategy and processes,
including the processes to realize this [6].

e Aligning the information systems (IS)
capabilities with the business goals [8].

Looking beyond immediate business needs,
considering technology trends and competitive
landscape to play a proactive role in shaping
business strategy by applying IT [1].As seen from
the above, most of the definitions focus on a
unilateral alignment; however, some definitions
consider a bilateral relationship between business
and IT. Due to this wide spectrum of definitions,
several methods and frameworks have been
developed to align business with IT. The features
characteristic of the different BITA models reveal
that this concept can be realized at three levels
[11].After carefully reviewing the literature, this
study clearly approves the classification given
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below. Alignment of IT/IS with business goals and
strategies is the first level of BITA [9] [12]. The
second level shows aligning IT/ IS features with the
requirements of the external environment of the
organization [13]. Finally, the third level of BITA
is related to the organization’s future changes
[8].Achieving BITA is noteworthy and considered
to be an evolutionary and dynamic process,
requiring strong support from senior management,
mature  relationships,  powerful  leadership,
appropriate prioritization, trust, and effective
communication, as well as a reciprocal
understanding of the business and IT units [10].

2.2 SAM

SAM is a framework, which enables the
successful implementation of business, technology
and infrastructure. It identifies that business success
is dependent on the concurrence of business
strategy, IT strategy, organizational infrastructure
and processes and IT infrastructure and processes
[9]. Strategic alignment ensures the IT function
plays a critical role in formulating and shaping
strategies.
It also ensures that the focus is on strategic
achievement and not just organizational
achievement [10]. SAM is based on two
assumptions: the first is economic performance.
This is directly related to the ability of managers to
create a strategic fit between the position of
organizations in the competitive market; and the
design of a relevant administrative structure to
support its execution. The second is the strategic
fit, which is naturally dynamic. This means that the
choices made by a firm will evoke derivative
actions over time, which requires subsequent
responses.
Therefore, the strategic alignment is not an event
but is a process of continuous change [9]. SAM is
defined along two basic characteristics of strategic
management. These are: strategic fit and functional
integration (Figure 1). Strategic fit identifies that
any strategy needs to define the relationship
between the internal and external domains. The
external domain (business strategy, IT strategy
indicated in Figure 1) identifies how firms need to
be positioned in the marketplace. This is the part of
business in which the firm competes and deals with
the strategies that differentiate it from its
competitors as well as making decisions about
alliances and partnerships.
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Fig. 1 Strategic Alignment Model (SAM) [9]

231TIL

One possible way to achieve alignment is
for IT organizations to transform themselves into
service providers [12]. Being a service provider
means using [T as a solution to business problems
and running the IT department as a business
function. It also means providing a new competitive
strategy. This is because the focus of the companies
moves toward customers and providing high quality
products and services at low cost to satisfy their
demands [13]. In order to be an effective service
provider organizations are required to have high
quality ITSM [12]. ITSM is “concerned with
delivering and supporting IT services that are
appropriate to the business requirements of the
organization [14]. ITSM uses the best practice ITIL
approach to improve delivery and support of IT
services. ITIL will enable organizations to improve
their IT service management [12].Information
Technology Infrastructure Library (ITIL) has
introduced with Office of Government Commerce
(OGQ). It has three versions: ITIL Version 1, ITIL
Version 2 and recently ITIL Version 3. After ten
years use of ITIL V2, ITIL V3 was introduced in
2007 by OGC. The context of this publication of the
ITIL is the ITIL framework as a source of good

practice in service management. [15] For better
understanding of ITIL, here some difference of
ITIL V2 and V3 will discussed. “ITIL Version 2
deals primarily with aligning IT to the business. but
ITIL V3 will enable organizations to move from
alignment of IT with the business to the integration
of IT with the business”. [16]The ITIL Version 3
Library has the following components [5]:

» The ITIL Core: There are five volumes as best
practice guidance applicable which covers all types
of organizations who provide services to a business.
The structure of the core is in the form of a lifecycle
(Figure 2). It is iterative and multidimensional.

« The ITIL Complementary Guidance: A
complementary set of publications which are useful
guides for industry sectors, organization types,
operating models, and technology architectures.

The ITIL Core consists of five publications:

e Service Strategy
e Service Design
e  Service Transition

e Service Operation
e Continual Service Improvement

324



IRACST - Engineering Science and Technology: An International Journal (ESTIJ), ISSN: 2250-3498,

Vol.3, No.2, April 2013

Fig. 2 ITIL Framework [3]

Table 2 The comparison of the BITA maturity models

Scholar Model

Characteristics Cited

Luftman(2000) Luftman

* Qualitative approach 516
» Multi-level assessment

* Using Likert scale(1-5)

. Experienced in many
organizations (Luftman 2000;
Luftman and Kempaiah 2007)

Papp(2001) Papp

* Qualitative approach 62
* Based on SAM (Henderson and
Venkatraman 1993)

« Single-levelassessment

» Using Likert scale (1-7)

Gutierrez et al. (2006) -

*Qualitative approach 11
* Based on Luftman’s model
(Luftman 2000)

* Multi-level assessment

* Assessing strategic, tactical and
operational alignment

Silva et al (2006) SBITA-TD * Quantitative approach 10
* Based on SAM (Henderson and
Venkatraman 1993)
» Multi-level assessment

Tapia (2007) VITALMM * Qualitative approach 18

« Single-levelassessment

* Focusing on workflow structure,
ITgovernance, enterprise architecture,
IT/business processes, and
coordination

Few scholars have focused their research on the
relationship between ITIL and BITA. Kashanchi
(2006) presented Applying ITIL to the SAM model
has determined that ITIL can impact on the four
alignment perspectives introduced by the model. It
has been identified that ITIL has the ability to
impact business strategy and support it but not
shape it. Also, it can impact and enhance IT
strategy. In addition, ITIL can impact
organizational infrastructure significantly. To a
minimal extent it also has an impact on business
processes. So it has the ability to improve

alignment. Bagher Esmaili (2010) believed that
ITIL plays two differences roles in business of
organization. Zeinolabedin(2013) believed that
Generally IT services play a supportive role for
business to meet the business strategies and goals
and facilitate business maturity. Furthermore ITIL
uses IT as an enabler and driver for business to
recognize new initiatives[28]. As explained earlier,
few researches have been conducted until now, to
assess the effect of ITIL on achieving BITA in
organizations and to discuss the domains of BITA
most affected by ITIL. This study aims at
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examining the effect of ITIL in organizations on
different aspects of their BITA, as well as to
identify the limitations in developing ITIL
frameworks that hinder organizations from
achieving the expected BITA level so as to be able
to propose some improvement points.

2.4 BITA maturity

The BITA maturity assessment provides
organizations with a vehicle to evaluate their
activities, which are performed to align business
with IT [10]. Today, several maturity models are
available to assess such an alignment. The BITA
maturity models not only generally—meaning, not
specifically—address the necessary issues to
achieve BITA [7], but also make it possible for an
organization to identify its position and plan
improvement measures [10], by assessing the
organization’s maturity level and strategies to
increase this level in the future. Some models
measure the alignment to support its relevance, the
impact of IT on business performance, and its
relationship with financial benefits or business IT
values. Other models aid in the understanding of
the alignment events and assess it to improve the
organization’s current position. The more
acceptable BITA maturity models, which are more
frequently cited in the related researches, are
presented by Luftman (2000), Papp (2001),
Gutierrez et al. (2006), Silva et al. (2006), Tapia
(2007), and Tapia et al (2007). A comparison of
these models is given in Table 2.Citation of these
models in other related studies was checked and
counted by Google Scholar (Google). As the
Luftman’s model was found to be the most highly
cited in the literature when compared with other
BITA maturity models, it has been selected as the
most valid and basic foundation of this study to
evaluate the maturity level of BITA in the Iranian
organization that have successfully completed their
ITIL project.

2.5 Luftman’s alignment maturity assessment
model

Luftman’s model [10] is the result of his
extended researches, which he began by redefining
the SAM model [17] followed by more detailed
studies on the enablers and inhibitors of alignment
[18], and it is completely consistent with his
previous works. Using the same background, he
concluded that the harmony prevalent among the 12
components of the SAM model is impacted by the
six main components. The first component of the
model is titled “communications.”This criterion
measures the effectiveness of the exchange of
ideas, knowledge, and information between IT and
business organizations, enabling both to clearly
understand the organization’s strategies, plans,
business and IT environments, risks, priorities, and
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how to achieve them [10]. Many frameworks are
applied to improve this measure [9] [17]
[19].“Competency/value measurements” is the
second component of the Luftman’s model. It
employs analytics for assessing both IT and
business  organizations to demonstrate the
contributions of information technology and the IT
organization to the business in terms that are
acceptable to both the business and IT [10]. Some
BITA frameworks have been developed to cover
this measure .The third component of the model is
“governance.” It defines who has the authority to
make IT decisions, as well as the types of processes
IT and business managers employ at strategic,
tactical, and operational levels to set IT priorities
for allocating IT resources [10]. IT governance is
defined as “specifying the decision rights and
accountability framework to encourage desirable
behavior in the use of IT” [19] and considers
decisions, decision-makers, and decision-making
processes related to IT. This term has recently been
modified to an approach to achieve BITA [S8].
Moreover, some frameworks have been developed
to establish it within the organization [5].The fourth
component of the Luftman’s model is
“partnership.” This criterion evaluates the
relationship between business and IT organizations,
including the role of IT in defining business
strategies, the degree of trust existing between
them, and how each perceives the other’s
contribution [10]. This component is the key to
motivate the development of some recent BITA
frameworks. “Scope and architecture” is the fifth
component of the model which measures IT’s
provision of a flexible infrastructure, its evaluation
and application of emerging technologies, its
ability to enable or drive business process changes,
and its delivery of valuable customized solutions to
internal business units and external customers or
partners [10]. Similar to the assessment of
communications, architectural concerns are the
main motivation of several BITA frameworks [8].
The last component of the Luftman’s model is
“skills.” It considers and measures human resources
practices, such as the hiring, retention, training, and
performance feedback mechanism, encouraging
innovation and career opportunities, and
developing the skills of the employees [10]. It also
measures the organization’s readiness for change,
capability for learning, and ability to adopt and
adapt to new ideas. It appears that some BITA
frameworks [9] have had a glance on this measure.
As practiced in many maturity models, the scores
an organization achieves for these six components
of maturity are drawn up on the core concepts of
the Software Engineering Institute’s capability
maturity metric (CMM) and are based on a five-
point Likert scale. These five levels of maturity are
signified as below [10]:
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1. Initial/ad-hoc process

2. Committed process

3. Established focused process
4. Improved/managed process
5. Optimized process

1. Research Model And Methodology

Hypothesisl:  The communications between the
various parts of the business and
IT in an organization and their
awareness of each  other

(communications) can be
improved by running an ITIL
Framework.

Hypothesis 2:  Conducting an ITIL Framework
will positively influence the
demonstration of IT values to the
business in terms that the

business understands
(Competency/ value
measurements).

Hypothesis 3: Conducting an ITIL Framework will
positively influence the IT
decision-making, IT prioritization
and IT resource allocation
(governance).

Hypothesis 4:  The relationships between the
business and IT wunits in an
organization including  their
partnership on the risks and
benefits (partnership) will be
positively influenced by running
an ITIL Framework.

Hypothesis 5:  Conducting an ITIL Framework
has a positive impact on the
standardization, integration and
managing the business needs
(scope and architecture).

Hypothesis 6:  Running an ITIL Framework in
the organization will positively
influence the human resource
considerations (skills).

If hypotheses 1 to 6 are true, then automatically the
main proposition of the study (i.e. conducting an
ITIL Framework positively impacts the BITA
maturity) will hold true and by virtue of this, the
moment one of them is false, the main proposition
will also be false. To address the research
hypotheses, a survey of organization in Iran
(municipality IT organization Of Tehran, Iran) that
recently ran and completed an ITIL Framework
between 2011 and 2012 was conducted And has
successfully achieved an ISO/IEC 20000 (is an
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international standard that allows organizations to
demonstrate excellence and prove best practice in
IT service management) audit. The qualitative
approach was adopted for this research because of
the small sample size. The research methodology in
this study involved presenting a questionnaire
listing 39 questions, based on six components and
their measures corresponding to the Luftman’s
model, to evaluate the BITA maturity in a valid
manner, in each organization. This questionnaire
included two similar parts: one to be answered
before implementation of the ITIL Framework and
Earlier, to score each of the 39 questions,
respondents had been requested to select an option
from a multiple choice list of five statements. These
five statements were designed to represent a
continuum from the first, signifying the lowest
level of alignment maturity to the fifth statement,
signifying the highest level. In the next step, these
selected options were mapped to the scores 1 to 5.
Thus, the systemized concepts were utilized instead
of subjective numbers, to increase the validity of
each measurement [11].The six measures of the
BITA maturity described earlier were used. As
mentioned above, CIOs were requested to respond
by selecting the item that most accurately described
the BITA scenario of their organization, before and
after conducting the ITIL Framework there. Their
responses were then analyzed. The matching
calculation utilized the differences between the
corresponding  factors in the two states.
Furthermore, the research hypotheses of this study
postulated that conducting the ITIL would
definitely enhance the maturity of BITA in
organizations. To address these hypotheses, the
mean of these enhancements in each six measure
were employed and the results sorted out. The
research model in this study is shown in Fig.
3.Statistical analyses were performed by SPSS.
Prior to data analysis, the research instrument was
assessed for reliability as well as validity. It
appeared that the research tool would be valid
because a questionnaire containing 39 Luftman’s
standard measures, was used. Moreover,
Cronbach’s alpha was employed to analyze the
reliability of this tool. Regarding the hypotheses of
the research, this data was also analyzed by the t-
test for paired samples , and significant results
explained in the next section, were identified.

Fig. 3 Research model of the relationship between ITIL and BITA
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Data And Results

4.1 Data collection, validation and verification

A two-part questionnaire, including a
complete description of our purpose, ITIL
Framework definition, the organizational scale of
the project, and 39 questions based on the
Luftman’s model, was prepared in Microsoft Excel
format and distribute it to municipality IT
organization Of Tehran. 50clerks of the
organization selected were requested to answer the
questions, once before conducting the ITIL
Framework and once again after deployment.
Finally, 33 clerks responded with completed
questionnaires for both states, after our follow-up,
in six months. Eventually, the verified data was
imported into SPSS. Figure 4 shows the line graphs
for each of the six main criteria of the Luftman’s
model. As shown in these graphs, all measures
show a conspicuous improvement in their maturity
scores after conducting the ITIL Framework.

4.2 Construct validity

Construct validity is the degree to which
the variables employed in the study accurately
measure the concepts they purport to measure [21].
It basically refers to this question, “Are the theory
and information sources used in the study
adequate?” In qualitative research, construct
validity involves the development of a set of
measures to collect data [22], and ensures that the
study focuses on specific factors related to research
objectives [23].The original source for the metrics
was considered a well-known framework to assess
the BITA maturity, and the information proceeding
from it should be valid because the variables were
derived from an instrument that had been
successfully applied in a similar study type
[11].Moreover, construct validity was met by
utilizing multiple sources of evidence. In this
investigation, the authors used several different
sources of data to answer the research questions.
The sources included documentation, workforce
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interviews, and observation of firms. Data
collection focused on specific IT projects and the
organization’s operations related to the criteria of
the research model, rather than to all their
processes.

4.3 Internal validity

Internal validity is most relevant in causal
studies, where the researcher attempts to determine
specific actions leading to predicted results [22],
and refers to this question, “Was the intended
answer really selected?” In causal studies, internal
validity requires that all possible cause and effect
relationships are accounted for in the methodology
design. The methodology accounted for the internal
validity by utilizing multiple sources that were
triangulated against the aim of the study to
determine how CIOs could assess the alignment
between business and IT in their organizations by
employing a set of selected criteria. Feedback from
interviews showed that the selected measures had
adapted well to the CIOs’ insights, which ensured
that the proper metrics had been selected and
customized. This was understood by comparing the
results obtained from the respondents and the
outcomes from investigating other sources of
evidence.

4.4 External validity

External validity depends on whether the results of
a study can be generalized and applied to other,
similar cases [22], and raises the question, “Can the
results and findings of a study be generalized?” To
achieve such types of validity, the thesis of the
research needs to be applicable to each organization
and similar results should be gained. The subjects
participating in this experiment were all CIOs from
one Iranian organization (municipality IT
organization Of Tehran), holding very high ranks.
The results of the study were expected to be, to
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the first step in a series of experiments, which
could yield results which will prove amenable to

some degree, representative of this class of
subjects. Any generalization of the results
regarding organization size or even type needs to
be made cautiously. However, what should be
emphasized is that the research presented in its
current stage is exploratory in nature and merely

more generalization, in the future.

Fig. 4 Line graph for BITA Components
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23

(Before And After ITIL)All measures

2.0369

87
1.0479

4.5 Reliability

The reliability of a study design refers to
the ability of an instrument to consistently measure
an attribute, and ensures that a different researcher
conducting exactly the same study, employing the
same methodology on the exact same participants
would end-up with the same results [22]. This
implies that the experiment is replicable [21].As
mentioned earlier, Cronbach’s alpha, which is the
measure of internal consistency or reliability of a
psychometric test score for a sample of examinees,
was applied to analyze the reliability of different
sections of the questionnaire. Alpha can take on
any value less than or equal to 1, including negative
values, although only the positive values make
sense. The higher values of alpha are more
desirable [24]. The coefficient was found to be
0.826 for “before ITIL” and 0.879 for “after ITIL;”
therefore, two parts of the questionnaire were
reliable because the values of a in both cases were
well above the acceptable threshold, at 0.8
[25].Based on the results of assessing reliability
and validity, statistical analyses could be executed
on the collected data.

4.6 Test results
Descriptive statistics

The descriptive statistics of the research
variables are presented in Table 3.Figure 5 shows
the overall the line graph for the six main
components of the Luftman’s model in an
Iraninan organization (municipality IT organization
Of Tehran).As shown in Table 3 and Fig. 5, the
BITA maturity level shows meaningful growth in
all measures and in the organization after
performing ITIL compared with the state prior to
the ITIL initiative. Furthermore, the same gradient
of measure lines and the consistent shift, visible in
both the ITIL Framework implementation states,
show similar trends of improvement in all the
questionnaires.

4.7 Test of the research proposition

As the two groups of variables (i.e. before and after
ITIL), which were suggested by one person, needed
to be compared, the paired-samples t-test [27] was
used to test the research proposition of the study.
Therefore, two expected hypotheses were drawn up
as stated below:HO: performing ITIL Framework
cannot change BITA maturity (pafter=pbefore).H1:
performing ITIL Framework can change BITA
maturity (pafter#ubefore).If the significance level
value was higher than 0.05, hypothesis HO would
be asserted; else, if it were less than 0.05,
hypothesis H1 would be proven. This implies that
running ITIL Framework can improve BITA
maturity. This test was also applied to each of the
six main components of the Luftman’s model, in a
similar manner. Table 4 shows the results of the
tests. As shown in Table 4, the significant level
values of all the six components were less than
0.05. This explains the significant difference
prevalent between the two states of the study.
Therefore, conducting ITIL Framework was proven
to have a positive effect on all BITA maturity
aspects and improved it.

V. Discussion
Beginning with the results presented in this section,
interpretations and possible Explanations of the
outcomes of the experiment are mentioned below.
Testing the positive effect of the ITIL Framework
on BITA confirmed a statistically significantly
beneficial impact on the change of scores from
“before ITIL” to “after ITIL” for the variables of
the BITA maturity. This provided ample evidence
for the assumption that an ITIL Framework can
play an effective role in BITA improvement.
Moreover, comparing the values listed under
column “mean” for similar variables in Table 3
reveals that the differences between both statuses
differs from one BITA domain to another.
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However, no identical effects were identified for
different variables, although running an ITIL
Framework was assumed to be an excellent tool to
increase the BITA maturity. Table 5 shows
descriptive statistics of the differences between the
two states of the main criteria. Based on the values
of “mean” in Table 5, the effect of an ITIL
Framework on each component of BITA maturity is
listed as below:
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1. Governance (1.2313)
2. Communications (1.0001)
3. Skills (0.989)
4. Competency/value measurements (0.6706)
5. Scope and architecture (0.6667)
6. Partnership (0.3599)

Table 3 Descriptive statistics of the research variables

Variables (Before) Mean | Standard Deviation | Median | Max | Min
Communications 2.0123 0.573 2.0012 | 3.49 | 1.00
Competencyv/value measuremernts | 1.3658 0.693 1.1236 | 2.14 | 1.03
Governance 1.0256 0.785 0.9869 | 3.00 |1.12
Partnership 1.7890 0.384 1.8975 | 2.03 |1.14
Scope and architecture 1.6987 0.326 1.7962 | 2.14 | 1.00
Skills 1.0479 0.976 1.0136 | 2.36 | 1.00
Variables (After) Mean | Standard Deviation | Median | Max | Min
Communications 3.0124 0.147 2.8975 [(4.03 | 1.36
Competency/value measurements | 2. 0364 0.092 1.7692 | 3.19 | 1.42
Governance 2.2569 0.263 2.0136 (4.42 | 1.46
Partnership 2.1489 0.746 2.0013 | 2.56 |1.78
Scope and architecture 2.3654 0.726 2.2364 | 3.85 | 1.69
Skills 2.0369 0.299 2.1369 | 2.79 |1.81
Table 4 Testing the proposition of the study
Variables Signift Sig<* t value Asserted
cance hypothesis
Communications 0.00 0.05 -7.485 H1
Comp erenqﬁla_fue 0.00 0.05 -10.967 H1
measurements
Governance 0.00 0.0 9313 H1
Partnership 0.00 0.0 -8.523 H1
Scope and architecture 0.00 0.05 -11.823 H1
Skills 0.00 0.05 -7.163 L
Total 0.00 0.05 -11.403 H1
Table 5 Descriptive statistics of the differences between two states of main measures
BITA maturity components (differences) | Mean | Standard Deviation | Median | Max | Min
Communications 1.0001 -0.426 0.806 | 0.54| 0.36
Competency/value measurements | 0.6706 -0.601 0.646 | 1.05| 0.39
Governance 1.2313 -0.522 1.027 | 1.42 ] 0.34
Partnership 0.3599 0.362 0.104 | 0.53| 0.64
Scope and architecture 0.6667 0.4 0.440 | 1.71| 0.69
Skills 0.989 -0.677 1.124 | 043 | D0.81
Total 0.8196 0.5698 0.706 | 0.93| 0.36
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V. Conclusions

Performance evaluation of ITIL in
aligning business and information technology is the
main purpose of this study. To achieve this goal,
An Iranian governmental organization which had
successfully completed an ITIL Framework since
2011 was selected, and their BITA maturity was
assessed as an effective method of evaluating the
alignment between business and IT. A two-part
questionnaire based on criteria of the Luftman’s
model was prepared and sent out to the selected
organization. Fully completed questionnaires that
had been received were revised cooperatively and
used in the final analyses. Although this study is a
significant contribution, particularly to both ITIL
and business-IT alignment research as it reveals the
relationship  between the successful ITIL
deployment and the BITA maturity, additional
works are required to examine why the factors
“Partnership” and “Scope and architecture”
contributed less significantly to the respondents’
self-rated maturity level. This could be attributed to
the small size of the study sample (only One
organization), excluding the IT and business
executives participants in this survey, or for other
reasons yet undiscovered, and which should ideally
be identified through a more thorough study based
on the larger amount of data.

6.1 Findings and observations

Prior researches support the fact that the ITIL
development in each organization plays an
important role in aligning its business with IT. This
study assesses this role by evaluating six main
factors based on the Luftman’s model (i.e.
communications, competency/value measurement,
governance, partnership, scope and architecture,
and skills) in one organization, whose ITIL
Framework had been successfully completed.
Generally, the results of an ITIL project were found
to be positively related to all aspects of the BITA
concept. Such a conclusion, that a successful ITIL
project can basically utilize the alignment maturity
as a good tool to assess how organizations can
improve their business-IT harmony, was supported
by the results obtained from this study. The
alignment of IT with business has been touted as a
critical element of IT management, and it has
indubitably proved to be so in this study. Besides
confirming the main proposition of the research,
other lessons learned through this study are listed
below:

e ITIL is a strategic tool used to harmonize
organizations’ business and IT when they
are misaligned or have a low degree of
alignment. To garner executive support
and buy-in on many initiatives, IT has to
move beyond technology to understand
and articulate the business ramifications of
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its case. From the selected organizations
studied it was obvious that they had
attempted to translate their operational
efficiencies into lower costs per
customer/service, i.e. a much larger
potential market/economy, by running the
ITIL project.

What is lacking in some organizations
which are inflexible and lack business
agility, partially because of a silo-based IT
and business landscape, is a practical
approach for identification, planning,
execution, and management of the right
projects, initiatives or requirements to
maximize the benefit for the enterprise.
ITIL is an effective tool for creating the
right perspective on IT capabilities that
divisions need to meet their goals.

ITIL  structures the priorities and
allocation of resources to create
accountability, and to ensure that activities
are performed in conformity with policies
and procedures. It also creates a snapshot
of both the existing and target information
systems and data to support organizational
activities. Thus ITIL can help to enhance
BITA maturity. Moreover, focusing on
business processes is the key to achieving
business transformation and alignment.
Relying on and applying the action plan
derived from the ITIL project provide an
immediate impact on the organization’s
BITA maturity. This is understood from
the new status of the organization studied,
in less than one year after deploying ITIL.
Running ITIL could medially improve the
BITA maturity level from the initial/ad
hoc (1) and committed (2) to the
established focused (3) process (Figure 6).
It shows that ITIL cannot solely improve
all the aspects of BITA, and that greater
BITA maturity will be realized by the
contribution of two other alignment
approaches, i.e. “Communications” and
“Skills.”

The effect of ITIL on BITA was not
equally dealt with in all aspects.
“Governance” was the most affected
component of BITA in the survey, and
“Partnership” was identified as the least.
This, perhaps, could be due to the
insufficiency of communications by the
ITIL  project teams  across the
organizations studied. This supposition
should be investigated separately through
a new study focusing on fault-detection in
the ITIL projects.
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e The CIOs’ sense of improvement by ITIL
was strongly diverted to the technical
aspect of BITA maturity (i.e. scope
Governance) more than other aspects.
Similar to the earlier mentioned findings,
this could be observed because of the
common language between CIOs and ITIL
project team members.

e The effect of ITIL roles and processes on
SAM and Management Levels were not
equally dealt with in all aspects (Figures
7,8 ,Table 6).

6.2 Industrial and academic impacts

This paper examines the impact of successful ITIL
projects on the improved BITA maturity that has
not yet been measured. This study shows that
researchers working on ITIL are conducting
significant research for industry, as ITIL can help
companies improve at BITA. This study can also
help researchers to sharpen the focus of their
studies. For instance, as successful ITIL projects
show significant correlation with BITA maturity,
researchers can help practitioners by studying how
high levels of the maturity items can be
implemented successfully through ITIL projects.
This also will be of interest to academics and ITIL
framework developers to perform more studies in
this field and removing the existing weaknesses
from ITIL frameworks. Also, this paper will be
worth looking into by chief information officers,
practitioners and consultants in the fields of ITIL
and IT/IS planning to appreciate the BITA aspects
that cannot be achieved by performing an ITIL
project well, and to look for supplementary or
alternate mechanisms. As discussed above, some
issues such as “Scope and architecture and
Partnership” are given far less consideration in the
ITIL frameworks and methods than they deserve.
These are prime points of improvement that should
be considered in ITIL deployment.

6.3 Limitations and implications

A few other subjects like ITIL frameworks,
organization size and types were chosen to be
compared and analyzed in this study. Some
pertinent questions were included when designing
the questionnaire, to determine the impact of these
factors on BITA; however, because of insufficient
samples and similarity in the answers received,
these analyses were not fruitful. Furthermore, it is
important to emphasize that as the current survey
was only done in One Iranian organization, the
small sample size became the most important
limitation of this study. Perhaps, by extending the
sample and benchmarking it against the Luftman’s
repository of assessments additional insights would
surface. Also, the retrospective assessment of the
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situation prior to the ITIL development restricts the
reliability of the findings. The respondents had
been requested ex-post regarding the various BITA
maturity levels, before and after conducting their
ITIL projects. Thus, these results could be biased,
as the interviewees needed to think about the
maturity level of the organization several years ago,
when they might not have even been employed in
that organization.
Not having included any quantitative measure in
the questionnaire that could influence the
respondents could be considered another limitation.
A CIO could answer “low” before the ITIL project
and “high” after the ITIL project on all BITA
measures, if he/she believes that was the case—
perhaps without full knowledge of the true values.
Quantitative measures always increase the validity
of the research model because of their objective
essence.

6.4 Future studies

First, further studies using public/private sectors
from other industries and countries are necessary,
particularly in countries that differ in both overall
culture and business culture from that of Iran.
Undoubtedly, a large collection of samples, perhaps
benchmarking via the Luftman’s repository, could
improve the situation, to achieve results that are
more reliable. Therefore, performing a similar
survey on a world scale could be discussed as a
possible study in the future.

Second, although the results of this study show that
Partnership and Scope and architecture should be
more prominent in ITIL frameworks, analyzing
these items and other subjects earlier mentioned
followed by ranking them so that they clearly
describe their effects on BITA could be used for
future studies, which call for more data. Third,
designing a quantitative method to evaluate the
BITA maturity level, and then examining the
effects of the three different approaches of BITA
achievement, including architecture, governance
and communications, on this level can be
considered as another area of research in the future.
Finally, the current study was performed notably
with regard to the first step of a research plan
composed of the four steps given below:

1. Examining the effect of a successful ITIL
framework on BITA

2. Examining the effect of mature IT governance on
BITA

3. Examining the effect of employing a strategic IT
plan on BITA

4. Prioritizing issues and proposing an IT projects
portfolio to cover one another’s weaknesses and to
enhance the BITA maturity level.
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Fig. 6 Strategic Alignment Maturity Status in municipality IT organization of Iran
(Before and After implementation of ITIL)
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Change Advisory Board (CAB)

Emergency Change Advisory Board

Supplier Manager
Technical Analyst
Application Developer

Change Manager
Configuration Manager

(ECAB)
Knowledge Manager
Project Manager
Release Manager

Service Request Fulfilment Group

Test Manager
Demand Manager Routine Structured (Short-Term) Operational
Financial Manager Management
Availability Manager
Capacity Manager

IT Service Continuity Manager
Service Catalogue Manager
Access Manager
Incident Manager
Problem Manager
Change Manager
Configuration Manager
Knowledge Manager
Release Manager
Facilities Manager
IT Operations Manager
IT Operator

CSI Manager
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Table 6. Management Levels of Alignment Based on ITILV3 Roles and Responsibilities
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