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Abstract 

Many organizations around the world have faced misalignment in attaining the alignment 
between business and Information Technology (IT). The positive effect of alignment on 

overall company success has been focused on previous research. On the other hand, the 
misalignment in the implementation of a balanced scorecard was primarily unexplored. This 

study aimed at identifying and evaluating the factors that contribute to a misalignment of 
businesses and IT. The case study methodology is conducted in two state-owned 

telecommunication companies in Indonesia. The telecommunication industry’s selection as 
the case study is because of their nature closely related to technology development and 

implementation. Five semi-structured interviews, field notes and business records are used to 
produce the data, which have been thematically analyzed and further follow by cross-case 

analysis to compare the thematic analysis result from each company. This study has resulted 
in 12 factors of misalignment between business and IT that can inhibit achieving alignment in 

implementing a balanced scorecard. The main findings showed that human factors, 
enterprise architecture, and IT project implementation factors could be three main source 

themes that can potentially contribute to misalignment. The findings may allow researchers 
to devise frameworks for how misalignments can be minimized to align business and IT 

better. This finding also useful in practice for companies that are seeking to achieve 
business-IT alignment by focusing on human factors, enterprise architecture factors, and IT 

project implementation factors.  

Keywords:  Misalignment, business-IT alignment, IT strategy, Balanced Scorecard, a state-
owned telecommunications company  

 

Introduction 

The Society for Information Management’s (SIM) annual Chief Information Officers (CIOs) surveys 
has consistently placed the IT alignment amongst the top three challenges by Information Technology 
(IT) managers since 2009. The new 2019 SIM survey also listed IT alignments as the third big concern 
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or worry field of CIOs, with responses from 1033 IT executives representing 618 organizations and 376 
CIOs (Kappelman et al. 2019). For over 20 years, many researchers have tried to overcome this gap and 
introduce various framework steps to reach a better business-IT alignment. Past findings suggested that 
some factors exist impeding business and IT alignment. One solution to improve business-IT alignment 
is to recognize management activities that hinder business-IT alignment (Luftman and Brier 1999). 

Therefore, to better understand the business-IT problem, it is necessary to know the factors that cause 
misalignment between business and IT. It becomes important because if the company can identify the 
list of misalignment factors, then the management, which includes business and IT, can fix it to help 
the business achieve its business goals. Luftman (2000) points out that the fulfilment and persistence of 
alignment demand optimize enablers and eliminates alignment inhibitors. Without a complete 
understanding of the factor that can cause misalignment between business and IT, the company will 
find difficulties in achieving alignment. Studies on factors that cause misalignment have not yet studied 
empirically, especially within the Indonesian context (Chan and Reich 2007; Leonard and Seddon 
2012). 

Our study’s starting point is that the misalignment factors between business and IT remain fragmented 
in the literature. In the literature, we found that three main sources cause misalignment between business 
and IT. There are human factors (Corsaro and Snehota 2011; Dulipovici and Robey 2013; Handley 
2017; Leonardi 2009), enterprise architecture factors (Alhassan and Ochoche 2013; Fichman and 
Melville 2014; Ori 2017a), and IT project implementation factors (Heath et al. 2013; Soh and Sia 2004; 
Wei et al. 2005). Previous studies on misalignment have focused on either human factors, enterprise 
architecture factors, or IT project implementation factors. This fragmented misalignment factor theme 
and remained unclear on pointing put what sub-factors contributing to the misalignment in the literature 
will only look at misalignment as a standalone theme without considering that it is better to see all three 
misalignment factor themes as a comprehensive framework for understanding business-IT complexity 
alignment. 

Therefore, this research has focused on combining the three main source of misalignment factor 
fragmented in the past literature to be the comprehensive framework for exploring the misalignment 
factors between business and IT on implementing a balanced scorecard. We are exploring the 
misalignment using a comprehensive framework that includes human factors, enterprise architecture 
factors, and IT project implementation factors to understand misalignment as a whole system better. 
This study’s main objective is to explore the misalignment factors between business and IT that inhibit 
achieving alignment on balanced scorecard implementation in two state-owned telecommunication 
companies in Indonesia. 

Literature Review 

Human Factors as a Misalignment Source 

Concerning human factors, misalignments will occur when workers perceive the IT resources and their 
strategic role in the organization differently (Dulipovici and Robey 2013). Human factors suggest 
companies’ need to verify that there are sufficient verification procedures to identify misalignment that 
might occur (Corsaro and Snehota 2011). Also, misalignment can occur due to social interaction 
differences, especially in using or implementing new technology between business and IT. Leonardi 
(2009) added that how new technology is interpreted among employees focuses on the social interaction 
that can cause possible misalignment. Another human factor that can also cause misalignment is the 
incapacity of IT employees while doing a job. For example, in relationship with the outsourcing of 
information management activities implemented by administrators, the expertise in which workers will 
work IT can influence outsourcing efficiency and the connection to corporate governance (Handley 
2017). Additionally, Chief Executive Officers (CEOs) and IT executives’ skills of understanding the 
new technology are also considered critical in achieving business-IT alignment (Coltman et al. 2015). 
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Enterprise Architecture as Misalignment Source 

Enterprise architecture (EA) contains many business processes, IT structures and application systems 
(Alhassan and Ochoche 2013). Enterprise architecture applies architectural concepts and practices to 
drive companies around the improvements in business, method, and technology required to enforce 
their strategies. EA is a critically beneficial feature since it has many advantages, such as increased 
business agility, reduced business & IT risks and cost management. However, it implicitly complicates 
business goals, which presents a challenge for many CIOs and Chief Technology Officers (CTOs) 
seeking to create a consistent connection between EA and business goals. Misalignment arises where 
the company does not implement the appropriate EA to meet business needs (Ori 2017b). The company 
act to an IT innovation can also contribute to the misalignment between business and IT. If the company 
does not react to IT innovation, it cannot achieve its competitive advantage in the digital era (Fichman 
and Melville 2014). 

IT Project Implementation as a Misalignment Source 

For the IT project implementation issue, the main emphasis is on the lack of comprehension of what 
the business intends with what IT employees do about the business strategy. For instance, when the 
business manager and IT employee have different views about something that should be defined as done 
when creating a business project solution, there is likely misalignment. Also, the IT project 
implementation misalignment can occur when there is a mismatch between the company’s existing IT 
core infrastructure with the expected results from the business side (Heath et al. 2013). In another 
research from Wei, Wang and Ju (2005), they give an example in their research that the misalignment 
can occur because of disruptive transformation by launching a new system between an Enterprise 
Resource Planning (ERP) system’s implementation. From a systemic standpoint, business-IT 
misalignment could occur due to conflicting IT activities with other divisions (Soh and Sia 2004). Their 
research gave an example that misalignment is most likely to arise if any IT project is forced to be 
implemented by management and IT by not allowing all employees to accept that new IT 
implementation. 

The IT Balanced Scorecard 

Since Kaplan and Norton introduced a balanced Scorecard in 1998, the concept has been applied to 
other departments in the company, with no exception to the IT department. However, since the nature 
of the IT acts as internal service support inside the company, Martinsons, Davison and Tse (1999) 
proposed the perspectives and measures suggested by Kaplan and Norton to be considerably adjusted. 
The customised four perspectives for an IT Balanced Scorecard (IT BSC) were proposed by Martinsons, 
Davison and Tse (1999): Customer Perspectives becomes User Orientation, Financial Perspective 
becomes Business Value or Corporate Contribution Perspective, Internal Business Perspective becomes 
Operational Excellence, and Learning and Growth Perspective becomes Future Readiness. Kaplan and 
Norton also emphasize the value of sticking three principles to translate the strategy into action. These 
principles consist of building cause-effect-linkages, choosing appropriate performance drivers, and 
providing a linkage to financial measures (Kaplan and Norton 1996). 

Research Methodology 

The case study method was chosen for this study. A case study is well adapted for studying the 
complexity of processes in natural environments (Benbasat et al. 1987; Yin 1984) and the rich dynamics 
of a particular environment (Eisenhardt 1989). Case study research is aimed to develop a theory that 
includes validity strength (Eisenhardt 1989). It is designed to fulfil the need to maximize the research 
quality through validity and reliability (Yin 1984). In this study, validity and reliability tests were done 
using the selected case study tactics. The construct validity was applied by using multiple sources of 
evidence. The internal validity procedure was established to ensure an underlying theory used in the 
study. The underlying theory was used for the thematic analysis and cross-case analysis technique. If 
possible, the external validity process would be applied to generalize the research findings in a different 
context. However, in this study, the external validity relied on theory in two case studies. The reliability 
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procedure was performed to make that the study’s result could be reproduced under a similar 
methodology. To increase the reliability and to reduce bias in data collection, a case description was 
prepared for the case organization in a case study setting. A protocol was developed to test the reliability 
of the case study research. 

The complexity of their administrative systems, operations, services, and accessible information makes 
the business-IT alignment demanding for large corporations. Consequently, it was also essential to 
select a large corporation to get an in-depth analysis and view of misalignment factors. For this research, 
the case study was conducted at two of the state-owned telecommunication companies in Indonesia. It 
has been deemed eligible for this research because it is a multinational corporation and has a 
complicated company hierarchy structure. It fulfils the International Standard Industrial Classification 
criteria of all Economic Activities’ regulations for large businesses with more than 100 employees (UN 
2008). Also, the telecommunication companies were chosen because their business is very closely 
related to technology. Hence, we assume that the company should be more aware of the new technology 
used for business transformation. The selection was also based on the condition that both companies 
have the same business in the telecommunication sector. Their IT department also acts as an enable and 
driver for business. Hence, we assume that the company should be more aware of the new technology 
used for business transformation. The detail about the company profile describes below: 

Company A is one of the Indonesian state-owned enterprises engaged in telecommunications, which 
has served as the leading supplier for developing the national telephone network for more than three 
decades. Since the convergence trend between telecommunication technology and information 
technology, Company A has changed business orientation from being based initially on pure 
manufacture to an industry based on system solutions, particularly in information and communication 
systems and technology integration. The company was considered fit for the case study because IT 
become the core of the business. IT acts as a driver and enablers for business to achieve a portfolio that 
the company wants, especially in the digital service and system integrator portfolio. It also can be seen 
from the organizational structure that places the IT department under the business directorate. 

Company B is a state-owned enterprise engaged in the telecommunications and network services sector 
in Indonesia. The company has significant businesses in fixed-line telephony, internet and data 
communications. The company grew up with more than 24.000 employees in 2019. With fast-growing 
and robust business in digital and telecommunication, the company has a mission to grow and sustain 
its digital service innovation with an agile and robust network and IT infrastructure. 

Interviews were deemed the most effective method to obtain practical experience, in-depth insight and 
more information in specific, nuanced ways, pursuing the research issue that demanded interaction with 
numerous interviewees from various positions. The interview structure questions addressed in this 
research were based on the literature review presented in section two concerning misalignment factors. 
For this research, five interviewees from two state-owned telecommunication companies were chosen. 
Related to the number of interviewees, then it is related to data saturation. Saunders et al. (2018) 
conclude that it might be better to think about rich and dense data rather than the sample size. The best 
way to distinguish between rich and thick data is to think of rich as quality and thick as quantity. Rich 
data is multi-layered, intricate, informative, complicated, and more than thick data. One can have much 
dense data, but not a lot of it, or one can have a lot of rich data but not a lot of it. Therefore, to ensure 
data saturation and validity, the researcher conducted purposive sampling. Each interviewee was 
selected based on their knowledge and directly engaged in creating and executing business and IT 
strategies and affecting business and IT alignment. It is aligned with (Yin 1984) that the interviewees 
should be closely linked to the research subject and familiar with the research field. The list of the 
interviewee and other information are presented in Table 1.  

An analysis of case studies shows that case studies using several evidence sources have, as far as their 
overall quality is concerned, been rated more highly than studies using only one data source (Yin 1984). 
In this study, the triangulation used consisted of three triangulation types: data or source triangulation, 
theory triangulation, and methodological triangulation. Triangulation of data or sources in this study 
will focus more on using different informants to show consistency in the misalignment factors found in 
the company. These different informants were obtained by interviewing employees of different levels. 
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There are differences in position and seniority, including top management (such as vice president) and 
middle manager (project manager or IT manager). Data triangulation was conducted until the researcher 
got complete data and found saturated data validation from the source. So, it could be the source to find 
the result and conclusion. The researcher expected that with this technique, collected data could fulfil 
the conclusions construct.  

Table 1. Interviewee information 

Company Interviewees Job responsibilities Interview Date Interview 
duration (min) 

Company 
A 

Interviewee 1 
(I1) 

Vice President of 
Information Technology 
(VP of IT) 

2020-06-17 67 

Company 
A 

Interviewee 2 
(I2) 

Information Technology 
Infrastructure Manager 

2020-06-04 54 

Company 
B 

Interviewee 3 
(I3) 

Executive General Manager 
Information Technology 
(EGM of IT) 

2020-04-28 37 

Company 
B 

Interviewee 4 
(I4) 

Manager of IT Planning and 
Architecture 

2020-05-20 36 

Company 
B 

Interviewee 5 
(I5) 

Senior Manager of C/FU 
Support and ITSM 

2020-06-10 65 

 

Then, using archival documents obtained from each company, the methodological triangulation process 
is also carried out by matching the misalignment factors obtained from interviews with the company 
documents under study. From Company A, the researcher received seven documents. Meanwhile, from 
Company B, the researcher received eight documents. With the existence of company documents that 
support the respondent’s statement, the misalignment factor results can further explain the misalignment 
phenomenon that occurs. Finally, theory triangulation is carried out by explaining theories regarding 
misalignment factors that come from previous research. This theory triangulation process also aims to 
compare the findings in the form of factors that cause misalignment with the relevant perspective theory. 
Researchers are expected to avoid the researcher’s bias. It will result in the process of generalization 
and validity of the data generated.  

The thematic analysis in this study has been seen as more relevant for discovering new perspectives on 
the research subject. As for coding technique, the coding be done manually. The guidelines for the 
thematic analysis in terms of manual coding proposed by Braun and Clarke (2006) with the steps as 
following: (1) familiarizing with the data; (2) generating initial codes; (3) searching for themes; (4) 
reviewing themes; (5) defining and naming themes; and (6) producing the report. Therefore, the process 
began with the reading of transcribed interviews, internal documents and other documents to get general 
insights. In this research, after we generated the thematic analysis based on each company’s alignment 
conditions, we compared the two case studies to articulate a chain of reasoning for the differences and 
similarities in each case study’s results. By analyzing each case before comparing various cases, the 
researcher can detect specific patterns of cases, thereby deepening his understanding of the cases and 
facilitating cross-case comparisons (Sato 2016). Here, the researcher tries to describe in detail the 
events, processes, or stages of each case that originate from direct interviews with respondents and 
observations. Each detail of the incident is written along with excerpts from interviews with respondents 
to strengthen the empirical evidence. In supporting validity and reliability, comparisons with previous 
studies as a process of triangulation will be presented so that it is found that solid theoretical 
explanations support the misalignment factors that occur. Cross-case analysis enhances the researchers’ 
ability to understand how relations between discrete cases can exist, accumulate actual knowledge, 
refine and develop concepts (Ragin 1997), and build or test theory (Eckstein 2002). However, due to 
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the limitation of the pages for this research, the results in this section will be shown in cross-case 
analysis result as the final result for showing the misalignment factors found in this study. 

Results and Analysis 

Human Factors as a Misalignment Source 

1. Business-IT Communication Only Happen at the Top-Level Management 

At Company A, communication is not structured through the formal channel when involving employees 
but mainly flows through informal networks. Formal communication only occurs in business directorate 
meetings and board meetings. It has resulted in disseminating information regarding the business 
strategy that will only rotate at the top management. 

“Where am I going to speak? There are two media that can be used, internal business directorates and 
board meetings.” (Interviewee 1) 

On the other hand, at Company B, to communicate business directions that will be carried out and 
develop ideas from employees, the business strategy explanation process is carried out by the Vice 
President of IT, then packaged in two-way communication with the IT employee. 

“The IT division has events, for example, Leader Talks Value, where VP of IT explained or gave a 
presentation to all of his IT division employees when it was not a pandemic. VP of IT conveyed strategic 
matters that need to be shared with each employee. That is one example of a training process for 
disseminating strategic programs’ socialization, and there are several other methods. So, the point is 
that there is a top-down socialization mechanism at the bottom level of employee.” (Interviewee 5) 

The misalignment factor found in this study is consistent with past research, which found that the 
communication gap between business and IT is the main reason why the misalignment factors happen 
(Alaceva and Rusu 2015; Alghazi et al. 2020; El-Mekawy et al. 2015; Ullah and Lai 2013). According 
to Sauer & Yetton (1997), the basic concept is that IT should maintain communication to represent the 
business’s management needs. In a nutshell, alignment is a way of strengthening coordination between 
corporate leaders who make strategic decisions and IT employee who control technical operations. 

2. Lack of Business Executive Visionary 

Without a clear view of corporate direction, CIOs and IT managers often perceive run IT organizations 
as cost centres. As a result, alignment remains one of the top IT management issues (Kappelman et al. 
2019). It also happened to Company A, where the board of directors did not yet have clear directions 
regarding how IT could provide significant changes for the company’s profits. 

“So, from the business, we do not know the business roadmap”. (Interviewee 1) 

The company’s strategic plan that has been made in the form of nine core competence directives that 
must be mastered is useless because there is no further definition of the target market for the product 
that is being made. 

“It is true that we have entered into digital service but which digital service that we enter in then has 
not been defined. The current digital service at Company A only supports all internal lines. When 
talking about digital service, there are so many branches, which have not been defined.” (Interviewee 
1) 

On the other hand, IT Executives at Company B always try to get a vision related to IT technology that 
would drive business through research elsewhere. One of the ways is holding gatherings with vendors 
related to the latest technology that can be applied in the company to support the company going 
forward. 

“I started, of course, from CSS (Corporate Strategic Scenario), but i is not enough; CSS is just an 
initiative business. I also have to research in other places for the technology that can support CSS. As 
a business initiative, we follow CSS, but I have to research elsewhere if it is related to technology. I 
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have my partner as a reference, including many vendors. Therefore, we conduct gathering with our 
vendors. It means that I need to know what latest technology or upgrades I need to adopt for the 
company?” (Interviewee 3) 

This study’s misalignment factor is compatible with previous studies, which showed that a business 
executive often made IT choices with no IT experience, potentially causing the corporation to be 
misaligned (Gerow et al. 2014; Ullah and Lai 2013). IT awareness is essential to business management 
because few resources in every company, and IT expenditure are typically expensive with a high risk 
of failure. This IT knowledge includes the prospective and shortcomings of the enterprise’s IT 
technology, the use of IT by competitors, and the prospects for new technology to increase business 
(Chedrawi and Howayeck 2019). The lack of business executive visionary in Company A is also 
because they are not well informed with the standard best practices that should be looked at to achieve 
the competitive advantage such as Gartner. They have not overlooked Gartner as the best industry 
practices to be implemented as their future investment. Again, it contrasts with Company B when the 
business executive is exposed to the next technology in the next five years. Company B’s business 
executive uses the Gartner as the guideline for achieving competitive advantage results for the next 3 
or 5 years. 

3. Lack of Business Executive Commitment 

Without a top management sponsor, likely, that initiative in a company will not be achieved. Niven 
(2005) emphasizes that the top management initiative is crucial for implementing the balanced 
scorecard. He claims that if the BSC program is not sponsored by top management and its position in 
addressing actual problems is not acknowledged, it will produce poor results and fail. Company A’s 
vision and mission are outlined in a strategic plan in the form of nine core competencies. However, in 
practice, the Board of Directors does not commit to creating nine core competencies, causing managers 
to feel astonished and question the board of directors’ commitment. 

“So sometimes I feel a little confused too. Because the company’s vision and mission are posted on 
websites everywhere, right? It means that when the vision has been approved, it means we all have to 
go there. It must be aligned.” (Interviewee 2) 

At Company A, this made the VP of IT angry and often questioned Company A core competence which 
had never been upgraded. As time went on, he gave up on the BOD decision while still trying to remind 
him of the directorate meeting. 

“I know that there are nine core competencies that we have to create for our employee and our business 
in the future. I already convinced them that we have to develop our nine core competencies that have 
been formulated, but if they do not want to, then it is ok.” (Interviewee 1) 

This study’s misalignment factor is consistent with past research, which found that insufficient 
management commitment towards IT planning will give rise to misalignment between business and IT 
(Lucke et al. 2010; Luftman et al. 1999; Seppänen et al. 2009). IT’s strategic value is influenced by 
executives’ commitment to IT investments and IT’s corporate productivity role (Neirotti and Paolucci 
2007). Thus, fail to commit to IT planning will therefore influence the business strategy. Furthermore, 
“the greater the commitment of top management, the greater effectiveness of IT Governance” 
(Buchwald et al. 2014). Solid and committed management promotes IT governance development by 
specific organizational guidance or strategies (Willson and Pollard 2009). It is further stressed by 
highlighting the importance of top-level management commitment to IS issues and initiatives, such as 
getting a business sponsor while preparing IT projects (Stoel and Muhanna 2012). 

4. Lack of transfer knowledge from senior IT to junior 

At Company A, the misalignment factor is also caused by the large number of senior employees who 
will soon retire so that the knowledge transfer process does not run smoothly. This process begins with 
an employment gap between seniors and juniors due to employee recruitment that has stopped for 
several years. 
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“Because many of our employees have retired, want to retire, or will retire, then the transfer of 
knowledge from them to juniors is too far away. It was also coupled with the recruitment process that 
has stopped for several years. So, when there is a gap too far, then it makes transferring knowledge 
difficult.” (Interviewee 2) 

The misalignment factor found in this study is supported by past research that found that knowledge 
sharing barriers will impact the company’s performance (Qureshi and Evans 2015; Santos et al. 2012; 
Veer Ramjeawon and Rowley 2017). Levy (2011) and Wong (2009) even state that knowledge loss is 
a severe threat. The danger in the baby-boomers retirement is that they take away their knowledge, 
experience and vital skills about managing and handling IT projects. Knowledge of the older employees 
cannot easily be replaced because they acquired much different knowledge and their expertise is closely 
connected to themselves over the years of their working life. Implementing a structured program to 
transfer vital information is one way to counteract this challenge (Maruta 2012). It is not possible to 
collect and transmit all information, but that is not the aim. The goal is to pass only the essential 
organizational information specific to the job, which would jeopardize an organization’s ability to 
function if lost. 

5. Low Level of IT Education and Certification 

The effect of a low level of IT education and certification is intensely felt in terms of getting IT-related 
projects. Some certifications can even be a tender requirement that will facilitate the company’s 
credibility to win the tender project. However, the certification process is not an obligation formulated 
by Company A. The IT Manager later regretted this. 

“The certification will only be obliged when there is a tender that we want to get. When there is a 
project or tender that requires certification in RKS (Work Plan and Conditions) document, for example, 
the requirement is that one engineer has certification in network, for example, CCIE (The Cisco 
Certified Internetwork Expert). If that is the case, then the certification will be mandatory to take.” 
(Interviewee 2) 

The misalignment factor found in this study is consistent with past research, which found that lack of 
IT skills results in the misalignment occur between a business and IT (Alghazi et al. 2018; Carañana et 
al. 2016; Coltman et al. 2015; El-Mekawy et al. 2015; Kurti et al. 2013; Weiss and Anderson 2004). 
Weiss & Anderson (2004) concluded that the failure to develop, sustain and get the necessary expertise 
is a significant obstacle in aligning business and IT. Research from El-Mekawy et al. (2015) also stated 
that a low level of IT understanding and knowledge cause uncertainty on business strategies towards 
IT. According to Alghazi et al. (2018), if there is no concrete strategy to develop IT employees expertise 
to fulfil the organization’s needs, the desired IT strategic results would not be realized. As a result, IT 
personnel must be sophisticated enough to communicate with upper management while also mastering 
the technology needed for IS production and deployment (Poon and Wagner 2001). IT employees would 
be encouraged to bring in better and more appropriate technology change plans to promote company 
goals and strategies as they keep up with technological developments. 

6. Limited Number of IT Employees 

When comparing the thematic analysis of the two case studies in Company A and Company B, we 
discovered that having a small number of IT employees causes misalignment, as seen in Company A, 
where only 12 employees work in the IT operation division and the remainder work in the product 
development section. This number is not ideal, so the board of directors wants to increase the number 
of IT employees to 50 people. With the limited number of IT employees, there are several functions 
that one person must concurrently hold. This condition is different from Company B, where the number 
of IT employees is adjusted to the level of company needs. Because the information technology division 
at Company B makes many in-house applications, the developer and the IT service desk team’s 
composition is balanced. With the number of IT employees reaching 180 people in company B, one 
employee can focus on their field. It is also strengthened by the company’s technical career path with 
certification according to its type of expertise and position. 
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This study’s misalignment factor is supported by past research that found that the limited number of IT 
employees influences business and IT’s alignment process (Wang & Rusu, 2018). Wang & Rusu (2018) 
conducted a study on three SMEs in China and found that due to limited IT employees, request for IT 
application improvement from business managers was ignored because IT personnel were too busy to 
respond to the business manager’s requests. Consequently, according to research from Chesley (2014), 
multitasking on the job doing by an employee will impact the employee to be stressed in their 
workplace. Interruptions are well-known to be harmful to work, and other investigations have indicated 
a link between interruptions and multitasking with decreased employee health (Jett and George 2003; 
Mark et al. 2008). Therefore, it is necessary to plot the number of IT employees according to the 
company’s needs and the required expertise of these IT employees. 

Enterprise Architecture as Misalignment Source 

1. There is a gap between the employees’ core competencies and the technological developments that 
must be mastered 

In Company A, the VP of IT said a gap between IT technology changing so fast with employee’s core 
competence. It is exacerbated by businesses that do not see the core competencies that must be owned. 
The VP of IT also said that aligning difficulties occurred when the Company’s Long-Term Plan was 
not final and was not formulated in a detailed and structured manner. 

If we want to examine the competencies that we already have, perhaps only at least two core 
competencies that we have, but for big data, IoT, Artificial Intelligence, we still do not have yet. Even 
though the business wants us to go in that direction, well, this is difficult in realigning because even in 
the company’s long-term plans, the strategy is not final yet and no direction towards what we should 
going to do.” (Interviewee 1) 

The misalignment factor discovered in this study is reinforced by previous studies that find that IT 
staff’s inability to keep up with innovations would preclude IT from converting business requirements 
into technological solutions (Krotov 2015; Kurti et al. 2013). As a result, the existence of a gap between 
IT employees’ core competencies and the technology they must master makes IT employees feel 
frustrated and unable to provide support and advice related to IT technology to support business 
strategies in achieving competitive advantage. It adds to a tense relationship between business and IT 
executives, making it more challenging to grasp business and technological demands and requirements 
(Alaceva and Rusu 2015). 

2. The Strategy is not Illustrated in Strategy Map 

The strategy map is a Balanced Scorecard method to represent the strategy in cause-effect linkages. The 
strategic outcomes and performance drivers are core elements of the strategy map. For KPIs 
development, the strategy map should be the foundation. Without a strategy map, the employee will not 
follow the KPI’s or participate in them. There is a risk that too many KPIs will evolve and cause 
uncertainty in such circumstances if KPIs are generated without a clear understanding of each other 
(Othman 2009). IT Executive in Company B admitted that this was a problem because due to the 
absence of a strategy map, productivity measurement could not be measure and only based on the 
feeling that the IT division had an impact and contribution. 

“We have many certifications and training, but when we talk about the effect of certification and 
training on our productivity seems that we do not have yet. We feel the intrinsic presence of the activities 
that we did, but when asked to prove it by showing the relationship, then we do not have it.” (Interviewee 
3) 

The misalignment factor observed in this study is reinforced by previous studies, which has shown that 
the lack of capacity to quantify IT contributions to the company leads to misalignment (Majstorovic 
2016; Wang and Rusu 2018). Nfuka & Rusu (2013) also argue that merely making business and IT 
plans is inadequate. Business-IT alignment needs to provide and coordinate business-IT strategies to 
cascade them down in an enterprise. To fill this gap, IT leadership is needed to align enterprise 
technology architecture with business strategies. 
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3. Not Implement Appropriate Enterprise Architecture 

The failure to adopt the latest enterprise architecture to support the business has allegedly played an 
essential role in supporting its business continuity in the future. Companies that catch up with the latest 
technology and implement them correctly can make significant changes in transforming a company’s 
business. It is as emphasized IT Executive in Company B. 

“The business has shifted from cooper to voice and now to the internet era. When I saw that the existing 
IT infrastructure and the applications that we have are no longer match, we have to modernize our IT 
core system.” (Interviewee 3) 

This study’s misalignment factor is consistent with past research that found that business strategy that 
was not supported sufficiently by their IT systems will result in misalignment (Hussin et al. 2002). 
Many researchers and practitioners have stressed the importance of aligning business and IT strategies. 
It has often been acknowledged that a company’s failure to capitalize on information technology (IT) 
may significantly impact its sustainability and viability (Besson and Rowe 2012; Ilmudeen et al. 2019). 

IT Project Implementation as a Source of Misalignment 

1. IT Project Overpromises 

An IT executive has noted that one of the mistakes is to overpromise IT programs launched. At the start 
of the project, IT people are expected to be optimistic and offer a positive IT capability overview. 

“The execution level exactly as you discussed earlier is not as beautiful as planned. In this sense, the 
timeline regarding the master plan time sometimes does not go smoothly. IT is unique, and it means 
that not everything we imagine has been done well. There are many dynamics, that is why there is CSS 
in Company B. Even though we have a 5-year work plan, we have to roll the term every year, we review 
it, resetting alignment again.” (Interviewee 3) 

This study’s misalignment factor is consistent with past research, which found that overpromising when 
the beginning of IT project will cause the misalignment (Alaceva and Rusu 2015; Bloch et al. 2012; 
Lagerström et al. 2011; Pinto 2013). Lagerström et al. (2011) found out that in many situations, there 
seems to be a perception that IT Projects are struggling to provide the promised benefits to the company 
because they cannot be implemented efficiently and cheaply enough. According to their results, project 
managers are frequently expected to prepare for the project and provide the customer with an estimation 
of how long the project will take and how much it will cost. It means they must be skilled at calculating 
the project’s duration and expense. Overpromising is a common occurrence of project managers who, 
to appease the customer, pledge more than they can achieve. 

2. Low Demonstration of IT Value 

In company A, the low perceived value of IT can cause misalignment between business and IT. The 
condition is that the business still does not see the value of IT. According to the interviewee in Company 
A, IT more frequently tends to solve the company’s internal problem rather than bring attention to 
successful projects. In contrast, when looking at the Company A organizational structure where the IT 
department was put under the business directorate, which aimed to be a core of its business primarily 
to support Company A vision and mission portfolio. 

“It is just sometimes like the project division is more prioritized rather than the IT department as a 
product development team. Even though we are in core or product development, we did not get too 
much attention.” (Interviewee 2) 

Past mistakes or successes in IT execution, on the other hand, will minimize or improve the potential 
to show IT value (El-Mekawy et al. 2015). It is just like what happened in Company B when the IT 
division succeeds to bring the sales increase in 2016 by developing a mobile application to request fibre 
optic instalment. As they already prove their work, IT’s value in Company B increases and supports top 
management to develop and maintain its core infrastructure. It is also in line with Myers (1994) 
research, which suggests that the value of IT will achieve when an information system is perceived to 
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be successful by stakeholders. Our studies share the same results as previous results from El-Mekawy 
et al. (2015) that highlighted the business department perceived low IT value because they still do not 
see IT’s value but instead sees it as a cost. El-Mekawy et al. (2015) also noted that a one-sided 
partnership is one of the main reasons the misalignment occurs in the group because IT is not seen as a 
strategic partner by the business department. 

3. Low IT Budget 

VP of IT in Company A emphasizes that misalignment occurs because the company is in survival mode 
condition. It causes the company to prioritize short-term business sustainability with the risk that there 
will be a further gap in the future between developing technology and the core competencies of 
employees. 

“When we talk about survival mode, there is only a small amount to be invested in the research budget. 
Survival mode made our financial should be cut for developments.” (Interviewee 1) 

The misalignment factor found in this study is aligned with past research that found that lack of budget 
impacts business and IT alignment (Banaeianjahromi and Smolander 2017; El-Mekawy et al. 2015; 
Khan 2017). El-Mekawy et al. (2015) pointed out on their research the example of a company that still 
uses the ERP system developed in the late 90’s due to the inflexibility of IT architecture related to cost. 
According to  Khan (2017), the disruption of business-IT alignment is based on human and financial 
resources. A lack of any of the resources could lead to a misalignment of the two entities. To 
communicate with top management and keep up with the new technology, a high-quality IT staff is 
required (Poon and Wagner 2001). When available resources fail to achieve the desired outcomes, the 
resources must be reallocated, and a business-IT alignment must be created. It is necessary to keep 
human and financial support for the IT division since technology plays a central role in developing and 
capitalising on new business models. Thus, failure to keep up with the latest technology will cause the 
company to lose its competitive advantage towards business competition. 

Discussion 

The analysis has revealed 12 misalignment factors split into three major themes that could be identified 
into three major themes: human factors, enterprise architecture factors, and IT project implementation 
factors. The findings of this study fill significant gaps existing in business-IT alignment literature. From 
the alignment perspective, this study offers a more detailed view of the factors that inhibit alignment, 
which in turn affect business-IT alignment. The study reveals that misalignment factors cannot be only 
seen using one perspective of misalignment, but it needs to understand the whole understanding factors 
that can cause misalignment. The sub-factors identified in this study essentially confirm and 
significantly extend the earlier findings of several previous researchers. Simultaneously, we identified 
misalignment factors in this study (e.g., lack of transfer knowledge between senior and junior, the 
limited number of IT employees, the strategy is not illustrated in strategy map, there is a gap between 
the employee’s core competencies and the technological developments that must be mastered) not much 
researched yet in the existing business-IT alignment literature. 

By looking at the misalignment factors found in this study, we conclude that if these misalignment 
factors happen in a company, a perception will arise from the business department that IT is only 
wasting its investment. IT is not seen as a strategic partner that can help business departments achieve 
company goals but often perceived as a cost center. If they continue without any awareness of it, 
practices like this can cause the IT department’s value to become less visible to the company. Instead 
of being an enabler or driver for a company to transform its business strategy, IT will only be seen as a 
department that only needs to focus on technical support without knowing how the business works. It 
will harm the entire organization because misalignment will hinder a company from achieving its 
competitive advantage by not maximizing the IT potential to transform the business. 
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Conclusion 

This research has two implications, namely academically and practically. In academic implications, this 
study has described 12 misalignment factors that can occur in implementing the balanced scorecard 
with empirical evidence from two state-owned telecommunications companies through in-depth case 
study methodologies. Therefore, this result expands the knowledge in business-IT alignment literature 
by providing the factors that must be identified to align business and IT better. Besides, this research is 
also helpful for great practical use because it will raise awareness for the business and IT management 
to check whether the factors presented in this study exist in each environment. Therefore, all factors 
must be carefully considered if the company wants to fully utilize the IT department’s alignment to 
achieve its business goals. 

This study has several limitations. First, there is a limited number of individuals interviewed. The data 
collection was collected during the first quarter of the Corona pandemic when many companies close 
their office. To overcome this situation, the researcher collects the interviewee using the insider in each 
of company. Therefore, the participants’ determination in this study was using the purposive sampling 
technique, which is selecting participants according to the objectives and criteria previously determined 
by the researcher. It can be ascertained that the data obtained will be in accordance with the phenomenon 
under study. One of the interviewee’s requirements is that they should have a job in managing and 
planning the alignment between business and IT. 

Second, we only examine big companies. Meanwhile, because medium and small companies are not 
dynamic, misalignment can be different. Consequently, prospective studies should focus on examining 
the causes of misalignment in less complex structures. Furthermore, all of the interviewees were from 
senior managerial positions within their companies. Getting the views of other parties, such as 
alignment experts and staff, may explain specific problems. Third, the study’s interpretation, findings, 
and applicability should be interpreted in the research context. Therefore, it may pose doubts in terms 
of generalizability in the statistical sense. Nevertheless, the findings’ generalizability is discussed 
theoretically by linking the findings to previous research. Also, more research is needed to understand 
further how to minimize the impact of misalignment factors in the workplace. It is also better to 
quantitatively analyse the importance or weight of each misalignment factors in the company. 
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