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Abstract  

Information technology (IT) alignment studies which focus on conceptual 
debates have left little room for studies investigating practical issues such as 
organisational structure. On the other hand, the attention paid to private and 
commercial organisations has resulted in findings that might not apply to 
public organisations. To address this gap in the literature, and respond to calls 
for further research, this study explored the influence of formal and informal 
organisational structures on IT alignment in a public organisation.  
     This thesis is a compilation of three studies—a systematic literature review 
and two case studies. The literature review revealed the lack of IT alignment 
studies in public organisations focusing on organisational structure. The 
findings of the case studies, conducted in one Swedish municipality, indicate 
the simultaneous existence of a formal and informal organisational structure 
which influenced IT alignment. The result of the qualitative case study 
revealed a centralised formal organisational structure, and three forms of 
informal organisational structure—interpersonal relationships, cross-
departmental relationships, and professional networks—were identified. The 
findings also seem to indicate that the identified organisational structure forms 
have influence on IT alignment. The second (i.e. quantitative) case study 
established the strength of these effects.  

Among the identified organisational structure forms, cross-departmental 
relationships were found to have the most substantial influence on IT 
alignment, particularly on communications, partnership and the dynamic IT 
scope. The influence of a centralised organisation structure on IT governance 
was also confirmed.  While the influence of interpersonal relationships on the 
three dimensions of IT alignment—communications, IT governance and skills 
development—was established, the influence of professional networks on IT 
alignment could not be substantiated.  
     This study makes several contributions to research and practice in IT 
alignment. Although prior studies have investigated the role of different 
organisational structures in IT alignment, the contribution of this research is 
that it looked into the influence of both formal and informal organisational 
structures on IT alignment, simultaneously. The research has also assessed the 
relative significance of various forms of organisational structure on IT 
alignment. Leaders and managers in the public sector can make use of the 
findings of this research to help them identify different organisational 
structure forms and make the necessary adjustments to improve IT alignment. 



 
 

 



 
 

Sammanfattning  

Tidigare informationsteknologi (IT)-alignment-studier fokus legat på den 
konceptuella debatten och inte på studier som undersöker praktiska frågor. En 
sådan praktisk fråga är vilken påverkan som organisationens struktur har på 
IT-alignment. Forskningsfokus för IT-alignment-studier legat på privata och 
kommersiella organisationer och inte offentliga organisationer. För att ta itu 
med dessa luckor i forskningslitteraturen syftar denna studie till att undersöka 
formella och informella organisationsstrukturers inflytande på IT-alignment i 
offentliga organisationer.  
     Avhandlingen är en sammanställning av tre studier - en systematisk 
litteraturöversikt och två fallstudier. Litteraturöversikten visar på bristen på 
IT-alignment-studier i offentliga organisationer med fokus på 
organisationsstruktur. Resultaten från de två fallstudierna i en svensk 
kommun, tyder på att det samtidigt både finns formella och informella 
organisationsstrukturer som påverkar IT alignment. Resultatet av den första 
(kvalitativa) fallstudien visade centraliserad formella organisationsstrukturen 
samt tre former av informella organisationsstrukturer, nämligen 
interpersonella relationer, tvärsavdelningsrelationer och professionella 
nätverk, vilka alla påverkade IT-alignment. Den andra (kvantitativa) 
fallstudien syftade till att fastställa styrkan i de olika 
organisationsstrukturformernas påverkan på IT-alignment.  

Bland de identifierade organisationsstrukturformerna hade den informella 
organisationsstrukturen tvärsavdelningsrelationer det mest betydande 
inflytandet på IT-alignment, mer precis kommunikation, partnerskap och den 
dynamiska IT-räckvidden. Även interpersonella relationer hade inflytande på 
kommunikation, IT-styrning och kompetensutveckling. Den centraliserade 
organisationsstrukturens inflytande på IT-styrning bekräftades också, 
däremot gick det inte att fastställa inflytandet av professionella nätverk. 
     Denna studie ger flera bidrag till forskning och praktik. Även om tidigare 
studier har undersökt olika organisationsstrukturers inflytande på IT-
alignment, så är – så vitt vi vet – detta den första studie som undersökt 
inverkan från både formella och informella organisationsstrukturer på IT-
alignment. Studien ger också empiriskt stöd för den rollen 
organisationsstruktur spelar för IT-alignment i offentliga organisationer. 
Ledare inom den offentliga sektorn kan använda sig av resultaten för att 
identifiera olika organisationsstrukturformer och göra nödvändiga justeringar 
för att förbättra IT-alignment. 
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1. Introduction 

In the past four decades, researchers and practitioners have recognised the 
critical role of information technology (IT). Organisations of all sizes in 
various industries have introduced IT, making it an integral part of most of 
their business processes (Cline & Guynes, 2001).  Empirical studies have also 
shown that organisations adopting the use of IT have improved their overall 
organisational performance and realised added value (Chan & Reich, 2007; 
Venkatraman & Henderson, 1993). Despite the benefits IT brings to their 
organisations, leaders have also revealed the challenges they have encountered 
since the proliferation of IT (Brancheau et al., 1996). According to the review 
of IT research spanning twenty-five years (i.e., 1990-2015) along with 
industry publications in the area (Coltman et al., 2015), the IT related concerns 
of today’s organisations were found to fall under the categories of IT 
governance functions (Nolan & McFarlan, 2005) and the creation of 
harmonious and synergetic relationships between IT and the remaining 
functions (Luftman & Mclean, 2005; Luftman et al., 2017). The difficult task 
for organisations is mainly concerned with the management of the 
organisational changes that are needed to realise improved organisational 
performance and added value. This has brought the issue of what IS scholars 
refer to as a business-IT alignment or simply IT alignment (Luftman & Brier, 
1999) to the fore.  

Business-IT alignment (referred to as ‘IT alignment’ in this study) is 
defined as “the application of Information Technology (IT) in an appropriate 
and timely way, in harmony with business strategies, goals and needs” 
(Luftman, 2000, p. 3). A recent survey among leaders across industries also 
indicated that IT alignment has remained one of the top concerns for many 
leaders (Kappelman et al., 2019). On the other hand, IT alignment is also 
found to be one of the most researched topics in information systems (IS) and 
cognate disciplines (Karpovsky & Galliers, 2015). Scholars argue that the 
attention given to IT alignment among researchers and practitioners is not 
surprising, since empirical studies confirm the positive effect it has on 
organisational performance (Benbya & McKelvey, 2006; Gerow et al., 2014; 
Chan & Reich, 2007).  

According to Chan (2008), the leaders of organisations with IT aligned 
positions are apt to appropriately manage their IT resources in such a way that 
IT is deployed to facilitate smooth communication, the prompt and 
appropriate delivery of products and services, and well organised business 
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processes. Avolio et al. (2000) also argue that an IT aligned position will 
provide organisations with a competitive edge against their competitors as 
they will be able to recognise the appropriate use of their IT resources, which 
can revolutionise their core business activities. Conversely, organisations that 
fail to achieve or maintain IT alignment will not only struggle to identify their 
IT needs but also find it difficult to communicate a shared business vision 
(Chan, 2002). 

Despite the rich literature and continued interest among researchers in the 
IS research domain, IT alignment remains an unresolved IT management 
concern for researchers and practitioners (Kappelman et al., 2019). Karpovsky 
& Galliers (2011) argue that practical issues which could help today’s 
organisations make the necessary adjustments to help them achieve and 
maintain IT alignment are not sufficiently studied. One of these topics is the 
role of organisational structure in IT alignment.  

1.1 Research Problem 
Despite the widespread attention among researchers and practitioners, 
publications in academic and practitioner sources continue to demonstrate the 
challenges of aligning business strategies with IT strategies in today’s 
organisations (Chan, 2002; Coltman et al., 2015; Gerow et al., 2015; Gerow 
et al., 2016). It is, therefore, no surprise that IT alignment has been ranked as 
one of the top concerns for IT executives, as shown in the yearly surveys 
carried out across industries around the globe for more than three decades in 
a row (Kappelman et al., 2019). Although IT alignment has attracted the 
attention of many researchers, literature reviews (Chan & Reich, 2007; 
Coltman et al., 2015; Karpovsky & Galliers, 2015; Rusu & Jonathan, 2017) 
indicate that the focus of previous studies was mainly on addressing IT 
alignment issues at the conceptual level, and that practical challenges in 
different organisational contexts are rarely pursued.  

One criticism of the extant literature is the disproportional attention paid to 
a few contextual settings. For instance, the majority of IT alignment studies 
were conducted in commercial and private organisations (banking, insurance, 
manufacturing and healthcare sectors) and only a few empirical studies have 
targeted public organisations (Rusu & Jonathan, 2017; Yayla & Hu, 2009). 
According to Winkler (2013), IT alignment and IT governance studies need 
to be carried out in the public sector to further our understanding, and he 
cautions against making generalisations from the findings of studies in the 
private sector. As noted by Caudle et al. (1991, p. 172), there are “pronounced 
differences between the public and private sectors”. Studies have identified 
several factors that are significant in warranting investigation into empirical 
IT alignment in the public sector. These include the long list of stakeholders 
with competing or opposing interests, the wide range of services provided to 
citizens, and because complex decision-making structures with political and 
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administrative powers can make IT alignment more challenging in public 
organisations (Meijer & Thaens, 2010; Muhammad, 2009; Vander Elst & 
Rynck, 2014; Winkler, 2013).  

On the other hand, there are calls for more empirical studies to further our 
understanding of the different organisational factors that affect IT alignment 
(Karpovsky & Galliers, 2011; Reynolds, 2015). The influence of both formal 
and informal organisational structure on alignment is one of the research 
agendas acknowledged to be relevant and timely, but less explored (Chan, 
2002; Coltman et al., 2015; Fonstad & Subramani, 2009; Lee et al., 2008). 
The findings of previous studies indicate that identifying the appropriate 
organisational structure is critical for today’s organisations. As the complexity 
of organisations increases due to the need for continuous structural 
adjustments in response to the dynamic environment, it is in the best interests 
of leaders to be informed about the various forms of formal and informal 
organisational structure in place, and their effect on IT alignment 
(Buchalcevova & Pour, 2018; Kude et al., 2018). According to Maxwell et al. 
(2019), leaders in the public sector found that organisational structure was one 
of the determinant factors with implications for IT alignment, which in turn 
was found to affect digital transformation.    

A closer look at the extant literature indicates that there is a lack of IT 
alignment studies in public organisations that particularly focus on the role of 
organisational structure.  This study, therefore, investigates the role of formal 
and informal organisational structures on IT alignment in public 
organisational settings.  

1.2 Research Questions 
The aim of this thesis is to establish the role of formal- and informal 
organisational structure on IT alignment in public organisations. Accordingly, 
three research questions are formulated and addressed in the three studies 
included in the thesis. 

 
Research Question 1: What is the current state of research into the role of 

organisational structure in IT alignment?  
This question lays the foundations for the subsequent questions, by 

exploring IT alignment studies focusing on formal and informal organisational 
structures. The findings of previous studies are invaluable in identifying the 
research methodologies employed, and research gaps.  

 
Research Question 2: Which forms of formal and informal organisational 

structures found in a public organisations influence IT alignment?  
The relationship between organisational structure and IT alignment is 

already established in the literature. The answer to this research question, 
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addressed in Paper II, helps us identify the different forms of organisational 
structure in a public organisation and their effect on IT alignment.  

 
Research Question 3: To what extent do the different forms of formal and 

informal organisational structures in a public organisation affect IT 
alignment?  

The third research question is formulated to help us empirically test the 
strength of the effect of different forms of organisational structure on IT 
alignment in a public organisation.  

1.3 Delimitations 
The case studies took place in a Swedish municipality which might not be a 
representative of other public organisations in Sweden or elsewhere. Although 
public organisations are known to have complex power-sharing structures, 
where political, as well as administrative and IT leaders play different roles 
shaping the way IT is managed, the study only involved participants from the 
IT and administration departments.  

The literature provides examples of how the size of organisations 
determines the type of organisational structure adopted (Brown & Magill, 
1994; Levy et al., 2011). It is worth noting that the case company is in a mid-
size municipality with a population of around one hundred thousand. It is thus 
reasonable to expect that the case study company’s organisational structure 
differs from that of other municipalities in Sweden which are relatively large 
or small in size. 

Both organisational theory and the IS literature confirms the simultaneous 
existence of different forms of formal and informal organisational structure 
(Simon, 1976). Since informal organisational structures come into existence 
when the formal rules and regulations are dysfunctional, there are assumptions 
that different forms of formal organisational structure are accompanied by 
specific informal arrangements that could help mitigate the shortcomings of 
the formal structure (Dalton et al., 1980; Zenger et al., 2000). The results of 
the study, therefore, might not apply to municipalities with a formal 
organisational structure that is not centralised. 

While formal organisational structure seems to be defined precisely, 
informal organisational structure is an evasive phenomenon, attracting 
conceptual debates in the extant literature. For the purpose of this study, only 
the informal organisational structure forms found in the IT alignment literature 
(Chan, 2002) were explored. These are (1) interpersonal relationships, (2) 
cross-departmental relationships, (3) professional networks, (4) social 
networks, and (5) informal working arrangements.   
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1.4 Included Publications 
The following three papers, referred to in the text by their Roman numerals, 
are included in the thesis. Gideon Mekonnen Jonathan, as the first author of 
the publications, performed empirical data collection and analysis, and wrote 
up the results and conclusions of the papers, which amounted to an overall 
contribution of eighty per cent of the work. 

 
PAPER I:  Organisational structures influence on business-IT 

alignment:   Looking back to look forward  
Gideon Mekonnen Jonathan, Lazar Rusu & Erik Perjons 
(2018). International Journal of Business/IT Alignment and 
Governance (IJITBAG), 9(2), 15-29.  
https://doi.org.10.4018/IJITBAG.2018070102 
 

PAPER II:  Organisational structure’s influence on IT alignment: The 
case of a public organisation  
Gideon Mekonnen Jonathan, Lazar Rusu & Erik Perjons 
(2019). In Proceedings of the European and Mediterranean 
Conference on Information Systems (pp. 426-437). LNBIP 381, 
Springer. 
 

PAPER III: Organisational structure’s influence on IT alignment in a 
public organisation: A confirmatory case study analysis 
Gideon Mekonnen Jonathan, Lazar Rusu & Erik Perjons 
(2020). In Proceedings of the UK Academy for Information 
Systems Conference (UKAIS). Association for Information 
Systems (Accepted). 

1.5 Related Publications 
The author contributed to the publication of the following related papers 
which are not included in the study.  

 
PAPER I: Business-IT alignment barriers in a public organisation: 

The case of federal inland revenue service of Nigeria  
Gideon Mekonnen Jonathan, Aminat Abdul-Salaam, 
Omogunloye Oluwasanmi & Lazar Rusu (2018). International 
Journal of Innovation in Digital Economy (IJIDE), 9(1), 1-13.  
https://doi.org.10.4018/IJIDE.2018010101 
 

 
PAPER II:  IT governance in public organisations: A systematic 

literature review  
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Gideon Mekonnen Jonathan & Lazar Rusu (2018). 
International Journal of IT/Business Alignment and 
Governance (IJITBAG), 9(2), 30-52.  
https://doi.org.10.4018/IJITBAG.2018070103  

 
PAPER III: Business-IT alignment in the banking sector: A case from 

a developing country  
Gideon Mekonnen Jonathan, King Solomon Hailemariam & 
Workshet Lamenew Debay (2019). In Proceedings of the 13th 
Mediterranean Conference on Information Systems (p. 25). 
Association for Information Systems. 
 

PAPER IV: eGovernment adoption determinants from citizens’ 
perspective: A systematic literature review 
Gideon Mekonnen Jonathan & Lazar Rusu (2019). 
International Journal of Innovation in Digital Economy 
(IJIDE), 10(1), 18-30.  
https://doi.org.10.4018/IJIDE.2019010102  
 

PAPER V: Business-IT alignment in the era of digital transformation: 
Quo vadis?  
Gideon Mekonnen Jonathan, Lazar Rusu & Erik Perjons 
(2020). In Proceedings of the 53rd Hawaii International 
Conference on System Sciences (pp. 4901-4910). University of 
Hawaii.  
 

PAPER VI:  Digitalisation in the public sector: Determinant factors
 Leonardo Maxwell, Ezgi Taner, & Gideon Mekonnen 
Jonathan (2019). International Journal of IT/Business 
Alignment and Governance (IJITBAG), 10(2), 35-52.  

 https://doi.org.10.4018/IJITBAG.2019070103 

1.6 Disposition 
This thesis is structured as five chapters. The first chapter presents an 
overview of the research area, with a description of the research problem, 
research questions, and the papers included in the thesis. The second chapter 
presents the extended background related to the concepts of IT alignment and 
different organisational structures. The extended background also briefly 
discusses the differences between private and public organisations, which 
justifies the context of the studies. The third chapter presents the research 
strategy and the data collection and analysis methods used to perform the three 
studies. The summary of the study findings is presented in the fourth chapter, 
along with a brief analysis. Finally, the last chapter describes the contributions 
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of the studies. The limitations of the studies and potential future research 
directions are also discussed in the final chapter. 
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2. Extended Background 

The different concepts raised in the study are discussed in this chapter. The 
extended background chapter begins with a presentation of the various 
definitions and constructs used to describe IT alignment. Formal and informal 
organisational structures are also described, followed by a discussion of the 
relationship between organisational structure and IT alignment in the extant 
literature. The chapter also briefly discusses the differences between private 
and public organisations, justifying the study context. 

2.1 Public versus Private Organisations 
The organisational and sectoral differences between public and private 
organisations have been a topic of contentious debate in the public 
administration and general management literature (Arrow, 1974; Kuipers et 
al., 2014). Rainey (1983, p. 210) defined public organisations as 
“organisations which are owned and funded by the government, while private 
organisations are owned privately and obtain the major part of their funding 
from private sources”.  

Recognising the distinctness of organisations in the two sectors, IS scholars 
call for empirical research into IT management practices and related areas, 
with a focus on public organisations (e.g., Garicano & Heaton, 20010; 
Rosacker & Rosacker, 2010). Researchers have also argued for IT alignment 
research in public organisations, and caution against making generalisations 
based on the findings of studies conducted in the private sector (e.g., Vander 
Elst and De Rynck, 2014; Winkler, 2013).  

Although the extant literature distinguishes between private and public 
organisations, broadly based on ownership (Rainey et al., 1983), a closer look 
at previous studies suggests that ownership has implications for two important 
elements which affect the way these two types of organisations are run. First, 
operations in public organisations are largely financed by taxpayers, as 
opposed to the fees collected by private organisations for products and 
services delivered to customers (Walmsley & Zald, 1973). Secondly, while 
decision-making and strategic goal formulation in the public sector are 
overwhelmingly controlled by forces within the political system, market 
forces and the economic system are predominantly determinant in private 
organisations (Dahl & Lindblom, 2017).  
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Boyne (2002) and Bretschneider (1990) derived arguments from studies 
that described the management of various functions of organisations in the 
public sector more challenging in comparison with those in the private sector. 
These included external environments, organisational goals, and 
organisational configurations. 

2.1.1 External Environments 
The complexity of public organisation, which is reflected in the networks of 
interdependent bodies (stakeholders), is cited as one of the main 
distinguishing characteristics of the public sector (Metcalfe, 1993). This 
complexity, in turn, means that leaders of need to negotiate the various 
conflicting or competing interests. For instance, decisions about IT projects 
need to be scrutinised by those holding socio-economic, political and 
administrative powers (Pollitt & Bouckaert, 2004; Vander Elst & De Rynck, 
2014; Wamsley & Zald, 1973). On the other hand, scholars argue that the 
effect of external factors on the management practices of public organisations 
is greater in comparison with organisations in the private sectors (Rosacker & 
Rosacker, 2010). Boyne (2002) also argued that as “open systems” public 
organisations are sensitive to the changes in external environments. For 
instance, IT management decisions are significantly affected by changes in 
policy, economic crisis, public financing arrangements, and the adoption of 
new regulations, by either local or regional governments are a few examples 
(Hendriks & Tops, 2003; Rosacker & Rosacker, 2010). On the other hand, the 
absence of competition pressure is regarded as a problem in the public sector. 
Public organisations are often expected to work with organisations in the 
sector that offer similar services with little competition, which might create 
duplication of services (Boyne, 2002; Nutt & Backoff, 1993). 

2.1.2 Organisational Goals 
One of the major differences separating private and public organisations is 
their organisational goals. Scholars frequently acknowledge that public 
organisations have intangible, multiple, and conflicting goals (Boyne, 2002; 
Osborne & Flynn, 1997), whereas private organisations often have specific 
goals which are tangible and measurable (Boyne, 2002; Bretschneider, 1990). 
The reason for this difference is attributed to the type of ownership. For 
instance, according to Boyne (2002), the leaders of a public organisation have 
a duty to recognise and work towards achieving the multiple goals imposed 
upon them by their stakeholders. As institutions owned by the public, the goals 
of organisations in this sector, which are often set by political leaders, are 
meant to benefit the collective. The leaders of public organisations are thus 
expected to contend with vaguely formulated goals which are difficult to 
measure (Bretschneider, 1990; Kuipers et al., 2014). Private organisations are 
formed with the sole objective of making profit for their owners. According 
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to Farnham and Horton (1999), leaders in the private sector are expected to 
operate in a market environment and manage their organisations with 
economic efficiency making profit as a result. 

2.1.3 Organisational Configurations 
In contrast with the private organisations, the leaders of public organisations 
are expected to assume a hierarchical role where they execute leadership 
activities under the supervision of those who possess political power (Borins, 
2005; Wart, 2003; Trottier et al., 2008). The structure and characteristics of 
leadership roles in public organisations are often seen through a lens of 
administration and bureaucracy. The public administration literature 
acknowledges that there is significantly more bureaucracy in the public sector, 
characterised by centralised, formal, rigid and risk averse decision-making 
arrangements (Borins, 2005; Bozeman & Kingsley, 1998). The formalised 
organisational structures in public organisations are also regarded as a burden 
which has negative outcomes on employee attitudes and behaviour, which in 
turn is reflected in organisational performance (Quratulain & Khan, 2015). 

A phenomenon known as “red tape” is often recognised as a consequence 
of the formalised bureaucratic organisational configuration in public 
organisations. Scholars argue that red tape, which refers to the rules and 
regulations dictating how work is done in an organisation, with strict 
compliance to procedures and hierarchy (Bozeman, 1993), delays 
communications and decision-making procedures while negatively affecting 
skills development (Luftman et al., 2017; Rosacker & Rosacker, 2010). 

Within the context of IT management, organisational configuration is one 
of the distinctive issues that separates private and public organisations 
(Borins, 2005). For instance, unlike organisations in the private sector, the 
leaders of public organisations possess relatively lower autonomy in designing 
organisational structures as they see fit, due to the requirements for 
compliance regulating public accountability and monitoring (Boyne, 2002). 
On the other hand, these leaders have the daunting task of setting up an 
organisational configuration that could help them to manage complicated, 
expensive and large IT projects in cooperation with external suppliers, and 
other agencies (Borins, 2005). An organisational structure facilitating shared 
services is vital in the public sector, where greater organisational 
interdependence is more necessary than in private organisations (Rocheleau 
& Wu, 2002). This greater interdependence in the public sector is used as the 
justification to design a centralised organisational structure with checks and 
balances (Bretschneider, 1990; Kuipers et al., 2014). 
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2.2 IT Alignment 
The significant role of IT alignment has been recognised since the widespread 
introduction of IT in most organisations (Luftman & Brier, 1999). One of the 
challenges for organisations as they continue to integrate IT in their processes 
is to find the right situation, wherein their IT and business strategies and their 
business and IT infrastructure and processes (Venkatraman & Henderson, 
1993) are configured in such a way that the mission, objectives and plans 
contained in the business strategy (Chan et al., 2006) are realised. Annual 
surveys conducted between 2010 and 2018 reveals that IT-business alignment 
is consistently ranked among the top ten concerns of IT executives, along with 
business productivity and cost effectiveness (Chan & Reich, 2007; 
Guillemette & Paré, 2012; Kappelman et al., 2019; Luftman and Ben-Zvi, 
2010). This finding is consistent with the results of several studies which 
claimed that IT-business alignment is associated with organisational 
performance. For instance, empirical studies have shown that organisations 
which managed to align their IT- and business strategies outperform those 
which fail in this alignment (Chan et al., 1997; Kearns and Lederer, 2003). 

IT often requires significant capital expenditure and operational costs for 
companies. If organisations fail to properly execute and manage their IT 
strategy, this not only leads to the non-realisation of full potential (Chan & 
Reich, 2007), it may also hinder abilities to achieve pursued goals and impact 
businesses negatively (Pearlson & Saunders, 2013). Studies of alignment 
further support the notion that poor alignment between IT and business are 
likely to result in sub-optimal organisational performance, regardless of the 
levels of funding associated with IT (Chan, 2002). 
The strategic use of IT for researchers is undoubtedly an area of focus for 
some time to come. Organisations have also realised that ensuring a clear 
alignment between IT and organisational strategies is key to a successful 
outcome (Chan, 2002; Luftman & Mclean, 2005; Nolan & McFarlan, 2005). 
In recent decades, research into IT-business alignment has resulted in a rich 
literature of theories and models, created to enhance the understanding of, and 
offer means to assess and manage, alignment and governance issues (Chan & 
Reich, 2007; Gerow et al., 2014; Gerow et al., 2015).  

According to Gerow et al. (2014), there are broadly three categories of 
studies conducted in the area of IT-business alignment. The first set of studies 
focus on assessing the different dimensions of alignment: 
strategic/intellectual, structural, social and cultural (Chan & Reich, 2007). 
Other researchers have focused on evaluating organisational performances. 
For instance, Brynjolfsson and Hitt (1996) and Tallon and Kraemer (2003) 
assessed the performance of organisations in terms of financial gain, 
productivity and customer benefit to measure alignment. The last category of 
studies is concerned with the contextual variables that may have implications 
for alignment between IT and business. Environmental turbulence, strategy, 
social alignment, IT investments, and organisational structure are among the 
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commonly studied contextual factors (Chan & Reich, 2007; Gerow et al., 
2014). This study will focus on the last contextual variable in IT-business 
alignment studies—organisational structure in one public institution. 

The early research by Venkatraman and Henderson (1993) is credited with 
having provided the platform for the subsequent studies that came to 
contribute to furthering various conceptualisations, definitions and numerous 
IT alignment models. According to Luftman et al. (2017), IT alignment is now 
seen as an optimised position, meaning that an organisation has successfully 
managed to maximise the business value of IT. Although there are various 
definitions in the literature, scholars agree that the purpose of IT alignment is 
to enable organisations to plan an appropriate use of resources which aligns 
IT strategies with the overall organisational strategy (Chan & Reich, 2007). 
To this end, researchers have attempted to develop different models and 
frameworks, as well as to identify the different dimensions that point firms 
toward an aligned position.  

Reich and Benbasat (2000) argue that IT alignment needs to be viewed 
from a two-dimensional perspective (social, and intellectual). The social 
dimension describes the extent to which the business and IT leaders within an 
organisation understand each other. The social dimension also shows how 
well the leaders are committed to realising the mission, objectives and plans 
of each other’s units. The intellectual dimension is described as the extent to 
which the IT and business units have managed to match each other’s plans. In 
addition to these dimensions, researchers have also recognised the 
significance of looking into IT alignment and taking different levels within an 
organisation in consideration. Gutierrez and Lycett (2011) argue that 
assessing different levels of IT alignment within an organisation (i.e., at 
strategic, tactical and operational levels) might reveal appropriate approaches 
for achieving and maintaining alignment. Previous findings have also called 
for an exploration of IT alignment in different parts of an organisation (e.g., 
business units, functions or departments) to realise the business value of IT at 
the unit/department or organisation level (Luftman et al., 2017; Queiroz et al., 
2018; Reynolds & Yetton, 2015). 

The literature provides a long list of models and frameworks identifying 
the different factors that play significant roles in whether organisations 
succeed in aligning their IT strategies with the overall organisational 
strategies. One of these models, the Strategic Alignment Maturity Model 
(SAMM) (Luftman, 2000; Luftman et al., 2017) is used to assess IT alignment 
and its maturity by focusing on six areas. These areas, also referred to as 
dimensions in the model, are: Communication, Value Analytics (how metrics 
can be used to measure the contribution of IT in a language that would be 
understood by the business and IT organisation), IT Governance (how 
organisations allocate the decision making authority in relation to IT), 
Partnering, Dynamic IT Scope (the adaptability or flexibility in terms of 
emerging technologies and provision of tailored solutions), and Business and 
IT Skills Development. SAMM and the IT alignment dimensions (Luftman, 
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2000; Luftman et al., 2017) are adopted for this study. Analysis of the six 
dimensions results in an IT alignment maturity level ion a scale of 1 to 5. Firms 
at level 4 are considered to have reached an IT aligned position, and level 5 
indicates sustained IT alignment. The model is validated by a survey of 
organisations across 16 different industries, thus making its application valid 
across various industries, business functions and organisations.  

2.3 Strategic Alignment Maturity Model (SAMM) 
The continued interest on IT alignment among IS researchers has contributed 
to a rich literature, however, the various definitions and conceptualisations of 
the construct have also resulted in the development and adoption of various 
models and frameworks (Jonathan et al., 2020a). The rationale behind these 
models was to help researchers and practitioners address the issues of IT 
alignment in different organisational settings. One of these models, the 
Strategic Alignment Maturity Model (SAMM) (Luftman, 2000; Luftman et 
al., 2017), shown in Figure 1, is adopted for this study.   

 

 
Figure 1. Strategic Alignment Maturity Model (Luftman, 2000, p. 12; Luftman et al., 
2017) 

SAMM was chosen for this study because its relevance in identifying 
crucial activities related to IT alignment that can be adjusted appropriately to 
an organisation’s benefit. In addition to providing practical insights for 
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leaders, SAMM is one of the most adopted models in IT alignment studies 
(Shihab & Rahardian, 2017). Unlike similar IT alignment models that are 
particularly tailored for organisations in specific sectors, SAMM is validated 
in 16 different industries (Luftman et al., 2017) which also makes it 
appropriate for this study conducted in the private sector. The model views 
IT-business alignment as a continuous process which requires iterations of 
adjustments to various activities related to both IT and business, a position 
which is gaining acceptance in recent IS literature (Jonathan et al., 2020a).  

The six dimensions in the model, shown in Figure 1, are made up of lists 
of attributes related to each dimension according to their relevance to both IT 
units and the remaining departments within an organisation. The literature 
outlines the significance of the six dimensions, as described briefly in the 
following paragraphs.   

  
Communications refers to the way an organisation approaches the flow of 
accurate and timely information between the IT and other units. These 
communications are the key to helping employees from both sides to 
understand IT and business strategies, as well as their respective plans, 
potential risks and opportunities, priorities, and how organisational goals are 
achieved (Luftman et al., 2017). This dimension also covers issues such as the 
understanding between the business and IT units and how knowledge sharing 
practices are fostering organisational learning. Looking into communications 
between their employees in the IT and other units might also provide leaders 
with information related to their protocols or the liaison arrangements. Reich 
and Benbasat (2000) argue that good communications are necessary for an 
organisation so as to enable the integration of IT and business plans, which in 
turn improve IT alignment. Favourable communications are also found to 
result in trusting relationships between IT and other units at the strategic level. 
This favourable relationship and the understanding between employees are 
critical, particularly when organisations grow in size and new business areas 
are added. According to Reynolds and Yetton (2015), leaders are faced with 
the daunting task of reaching IT alignment as the need for integration 
throughout the enterprise, and with external partners, is a requirement. 
Effective communications, therefore, are invaluable in helping to foster 
arrangements that enable faster responses, and better accountability. 
 
Value Analytics in SAMM involves the way metrics are accepted by both IT 
and the rest of an organisation, and is used to measure the contribution of IT. 
Accounting for the value of IT is an important challenge for leaders as they 
justify their IT investment. Attributing the contribution of IT to the overall 
performance of organisations requires them to be able to put measures in place 
which are accepted by the IT and business side (Luftman, 2000). Leaders may 
approach the task in several ways. Service level agreements, formal 
assessment protocols or IT benchmarking with other comparable 
organisations might provide an overview of the contribution of IT to overall 
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organisation output. The use of value analytics results in the information 
necessary to make adjustments in such a way that organisations gain value 
from their investments in IT.  
 
IT Governance is concerned with the IT decision-making arrangements in an 
organisation. In addition to indicating how an organisation deals with IT 
investment decisions, IT governance arrangements are known to reflect the 
realised added value of IT. Given the important role of IT governance for 
improved IT alignment across organisations, the relationship between the 
different IT governance arrangements and IT alignment has attracted the 
attention of IS researchers (Jonathan & Rusu, 2018). According to De Haes & 
Van Grembergen (2009), an appropriately chosen and implemented IT 
governance model based on the IT needs of an organisation will enable it to 
achieve IT alignment. SAMM provides the various IT governance related 
activities that need to be monitored closely, including business and IT strategic 
planning, IT reporting, IT budgeting and IT prioritisation processes and IT 
reaction capacity (Luftman et al., 2017).  
 
Partnering refers to the type of relationship between the IT unit and the rest 
of an organisation. SAMM lists a set of attributes that are invaluable for 
organisations while they attempt to foster a partnership which is not based on 
the ‘customer-client relationship’. According to Rathnam et al. (2005), an 
organisation might create an environment where an equal and strong 
partnership is recognised only when the critical role and contribution of IT is 
accepted by both parties involved. The critical role of a partnership 
relationship is acknowledged in the literature. For instance, Reich and 
Benbasat (2000) argue that a partnership relationship is a working 
arrangement where IT and other units form realistic expectations, and share 
the risks and rewards. Championing or sponsoring IT projects, IT programme 
management and recognising the role of IT in strategic business planning are 
necessary to foster partnering (Luftman et al., 2017). 
 
Dynamic IT Scope is related to an organisation’s IT flexibility. The 
adaptability or flexibility of IT, also referred to as agility, is an important 
capability for an organisation, as recognised in the literature (e.g., Jorfi et al., 
2017). According to Luftman et al. (2017), dynamic IT scoping is the ability 
of IT units to anticipate emerging technologies and be prepared to provide IT 
solutions that are consistent with the continuously changing needs of their 
organisation. Panda and Rath (2018) also argue that the current dynamic 
environment behoves organisations to look at their ability to appropriately 
respond to changes in the internal and external environments.  
 
Business and IT Skills Development is an essential dimension of IT 
alignment which is related to the human resources practices in an organisation. 
These practices include the way an organisation recruits competent personnel 
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and maintains a low turnover. According to Luftman et al. (2017), 
organisations are likely to achieve IT alignment if they have effective routines 
that can help them appraise the skills of their employees and put a system in 
place to provide feedback, training and opportunities for personal 
development. The findings of both empirical and conceptual IT alignment 
studies also suggest that business and IT skills development is one of the 
determinants of IT alignment (Yayla & Hu, 2009). This dimension is also 
critical because robust human resources arrangements are related to the other 
BITA dimensions—communication, value analytics and partnering (Luftman 
et al., 2017).   

2.4 Organisational Structure 

2.4.1 Formal organisational structure 
Organisational structure, in the organisational theory, and management 
literature, is defined as a conscious, rational and deliberate arrangement which 
is sanctioned by leaders to facilitate the smooth running of a business 
(Mintzberg, 1989; Sine et al., 2006). Dalton et al. (1980) provide various ways 
of structuring. For instance, the level of hierarchy, administrative intensity, 
specialisation, formalisation or centralisation can be used to determine 
organisational structures. Centralisation, or the extent to which decision-
making is concentrated at the head office, is commonly discussed in the 
literature (Table 1).  
The image most of us have of organisational structures resembles what Weber 
(1969) describes as a bureaucratic organisation, as depicted in the 
organisational charts of many management textbooks (Molina, 2001). This 
structure, which is also commonly referred to as a “formal organisational 
structure”, is intended to make sure the division of labour is made in such a 
way that functional divisions do not overlap, in order to guarantee favourable 
coordination and control. Scott (1981, p. 82) describes formal organisational 
structures as “the normative system designed by management or the blueprint 
for behaviour”. The three formal organisational structure forms (centralised, 
decentralised, and federated) shown in Table 1 are widely referred to in the 
literature (Molina, 2001; Simon, 1976; Zenger et al., 2000).  

 
Table 1. Description of different forms of formal organisational structure 

Forms of formal 
organisational 
structure 

Definition Source 
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Centralised Organisational arrangement 
characterised by 
interdependence between units 
resulting from close vertical 
control, formal authority, 
standardisation and centralised 
planning. 

Krackhardt & 
Hanson (1993); 
Mintzberg (1989) 

Decentralised Organisational arrangement 
characterised by autonomy and 
coordination with decision 
making taking place locally.  

Krackhardt & 
Hanson (1993); 
Mintzberg (1989) 

Federated Organisational arrangement 
where interdependence 
between units, autonomy and 
decision making is flexibly set.  

Krackhardt & 
Hanson (1993); 
Mintzberg (1989) 

 
According to Krackhardt and Hanson (1993) and Mintzberg (1989), 

organisations with a centralised organisation structure choose hierarchical 
decision-making processes where different units are interdependent. The right 
to make decisions comes from a headquarters or central administration where 
formalised authority and central planning takes place. On the other hand, 
organisations with decentralised structure allow structural autonomy to their 
various units or departments. The motivation here is to assign areas of 
responsibility through lateral coordination and local decision making. Federal 
organisation structures are aimed at combining some of the characteristics of 
centralised and decentralised organisational structures. The influence of 
formal organisational structure has been confirmed in prior studies (for 
instance, Preston & Karahanna, 2009; Yayla & Hu, 2009). 

2.4.2 Informal organisational structure 
In addition to the formal organisational structure, a different type of 
organisational structure, referred to as an ‘informal organisational structure’ 
has been identified alongside the formally recognised structure within an 
organisation. The simultaneous existence of both forms of organisational 
structure within an organisation is also acknowledged by researchers (Farris, 
1972; Zenger et al., 2000; Zenger & Lawrence, 1989). According to Simon 
(1976, p. 148) “it would probably be fair to say that no formal organisational 
structure will operate effectively without an accompanying informal 
organisational structure”. Informal organisational structures manifest 
themselves in a variety of forms in many organisations. A closer look into the 
literature shows that there is a lack of consistency in describing what 
constitutes informal organisations (Chan, 2002; Farris, 1972; Krackhardt & 
Hanson, 1993; Tushman & Nadler, 1986; Zenger et al., 2000). Chan (2002), 
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and Tushman and Nadler (1986) characterise informal organisational 
structures as connections and procedures used by employees to get their work 
done. As shown in Table 2, informal organisations may take the form of 
“interpersonal relationships”, “social networks”, “professional networks”, 
“cross-departmental relationships”, “informal working arrangements”, or 
“flexible division of labour” (Chan, 2002; Farris, 1972; Tushman & Nadler, 
1986; Krackhardt & Hanson, 1993; Gulati & Puranam, 2009; Zolper et al., 
2015).  
 
Table 2. Description of different forms of informal organisational structure 

Forms of informal 
organisational 
structure 

Definition Source 

Interpersonal 
relationships 

A relationship between 
individuals that is built based on 
benevolence and trust. 

Kaše et al. 
(2009) 

Cross-departmental 
relationships 

A voluntary relationship between 
departments based on trust and 
benefits in the relationship.  

Hill & Lin 
(2003)  

Professional 
networks 

An alliance or series of 
connections between individuals 
sharing a profession and areas of 
expertise. 

Chua & Pan 
(2008) 

Social networks A network composed of the 
multiplies ties of individuals 
based on trust, shared language, 
or friendship. 

Nahapiet & 
Ghoshal 
(1998) 

Informal working 
Arrangements 

Agreed working arrangement 
transcending the formal division 
of labour and tasks. 

Chan (2003) 
Nadler (1992) 

 
Scott (1981) argued that informal organisational structures reflect the 

actual behaviour of those who work within an organisation. According to 
Selznick (1948), informal organisations come to existence because formal 
structures reflecting the rational rules emerging from formal administration 
fail to accommodate the “non-rational” dimensions of organisational 
behaviour. Scholars recognise the importance of not only understanding the 
formal and informal organisational structures independently, but also the 
relationship between them. Zenger et al. (2000) argue that leaders who are 
well informed about the relationship between the two organisational structures 
can make assessments of whether the informal organisational structures 
support, complement, substitute or undermine the contributions of formal 
organisational structures. 
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Research in organisational theory (Barnard, 1938; Crozier, 2009; Dickson 
& Roethlisberger, 2004; Trist & Bamforth, 1951) and IT alignment studies in 
IS (Chan & Reich, 2007; Chan, 2002; Kyobe, 2008) show that informal 
organisational structures play a significant role in many organisations, as they 
define how the employees perform their work and discharge their 
responsibilities. For instance, the decision-making process in many 
organisations is not just a function of the formal rule or line of hierarchy, but 
is also affected by political processes and the informal relationships and 
shared languages (Zenger & Lawrence, 1989). A firm’s attempt to establish 
effective organisational learning, facilitating the transfer of tacit knowledge 
between employees, is found to be dependent on organisational routines rather 
than officially sanctioned practices and training (Chan, 2002; Lant, 2000; 
Simmons et al., 2009).  

Organisational routines, together with norms and networks of influence, 
develop gradually over time to overcome obstacles resulting from rigid formal 
organisational structures. According to Lincoln (1982), informal 
organisational structures are invaluable for the seamless functioning of firms. 
It is, therefore, in an organisation’s best interest to learn and manipulate 
informal organisational structures. However, informal organisational 
structures are not readily altered, and formal organisational structures need to 
be manipulated gradually in order to do so (Zenger et al., 2000). For instance, 
the informal networks and relationships between employees are affected by 
the positions of the individuals in the formal position in the hierarchy. 
Adjustments made to the formal hierarchy (centralising or decentralising 
functions) and to formal reporting relationships may play a vital role in 
altering an informal organisational structure when it is deemed to be 
dysfunctional and counterproductive (Brass, 1984; Zenger et al., 2000).   

2.5 Summary  
The continued interest in IT alignment among IS scholars, and its relevance 
to organisational performance, has resulted in a rich volume of literature. At 
the same time, there are calls for IT management studies in the less explored 
public sector. Given the acknowledged differences between the private and 
public sectors in the IS and cognate research domains, investigating the 
different factors related to IT alignment in the sector is timely.  

Although the role of organisational structure in IT alignment has attracted 
the attention of researchers over the last three decades, literature reviews have 
identified areas that need further studies (Jonathan et al., 2018). To start with, 
previous studies have contradictory findings in relation to which forms of 
organisational structure can favourably affect IT alignment.  Researchers are 
also criticised for ignoring the simultaneous existence of different 
organisational structure forms. The interplay between the formal and informal 
organisational structures is rarely explored.  
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While studies on the informal structures and social networks behind the 
chart overlook the role of formalised structures and processes, the remaining 
studies seem to have minimised the significance of informal organisational 
structures. The findings of empirical IT alignment studies, such as Chan 
(2002), reveal that the effect of informal organisational structure is more 
pronounced than acknowledged in previous studies. As conceptualised in 
Figure 2, both informal and formal organisational structures thus need to be 
studied together in terms of their mutual interplay, not only because this 
provides a comprehensive view to warranty how organisations function, but 
also because the two forms of structures and their interrelationship has an 
influence on IT alignment (Chan, 2002; Currie, 1996; Leifer, 1988; Raymond 
et al., 1995). The message from these studies suggests that an appropriate 
organisational structure means that firms are more apt to implement strategies 
that foster IT alignment. 

Figure 2 depicts the conceptual research framework, outlining the influence 
of formal and informal organisational structure on IT alignment. 

 
Figure 2. Conceptual framework depicting the influence of organisational structure 
on IT alignment. 

 
Prior studies have confirmed the influence of both formal and informal 

organisational structure forms on IT alignment (For instance, Chan, 2002; 
Preston & Karahanna, 2009; Yayla & Hu, 2009; Walentowitz et al., 2010). 
The literature in the organisational studies research domain (e.g., Farris, 1972; 
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Simon, 1976; Zenger & Lawrence, 1989), however, suggests that different 
forms of informal organisational structure arise to remedy the shortcomings 
of formal organisational structure.  For instance, Zenger and Lawrence (1989) 
argue that organisational learning is the function of different forms of formal 
and informal organisational structure. In other words, when a formal 
organisational structure is not efficient enough to facilitate organisational 
learning, the informal organisation structure kicks in. By the same logic, as 
depicted in Figure 2, forms of informal organisational structure are used when 
the formal organisational structure is not enough to improve, for instance, one 
or more dimensions of IT alignment. The different dimensions of IT alignment 
help us to assess the level of IT alignment.    

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 



23 

3. Research Methodology 

This chapter discusses the research strategy, and the data collection and 
analysis methods employed to conduct the three studies. This chapter 
describes the steps followed to ensure the reliability and validity of the study, 
while maintaining ethical conduct. 

3.1 The Research Process 
This thesis presents the results of three research activities conducted one after 
another. As noted in the problem statement, the relationship between different 
organisational structures and IT alignment, particularly in a public 
organisational context, is not explored in the literature. A literature review was 
deemed necessary to identify research gaps and lay the foundation for 
empirical studies. The findings of the systematic literature review, in Research 
Activity 1, were invaluable in designing the studies that followed in such a 
way that the findings could contribute to existing knowledge. 

 

 
Figure 3. The research process 
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Research Activities 2 and 3 are empirical studies conducted in one public 
organisation (a municipality in Sweden). Research Activity 2, Case Study 1, 
was to identify the different forms of organisational structure at the case 
company and explore the effect on IT alignment. The outcome of the case 
study was a list of hypotheses which was tested in Research Activity 3, Case 
Study 2. Figure 3 shows the research process and the three research activities, 
together with the corresponding research strategies, data collection and 
analysis methods and the research objectives. 

3.2 Research Activity 1- Literature Review 
Although IT alignment is one of the most widely studied topics in the IS 
research domain, the effect of organisational structure on IT alignment has not 
attracted the attention it deserves (Coltman et al., 2015; Lee et al., 2008). 
These studies have also revealed some contradictory findings worth exploring 
further (Chan, 2002; Preston & Karahanna, 2009; Sha et al., 2011). A 
literature review is necessary to assess the current status of the relationship 
between the two constructs. A systematic literature review approach is 
followed to collect, appraise, categorise and analyse previous studies. This 
approach is found to be invaluable not only to present what we know, but also 
to identify future research directions (Kitchenham et al., 2009; Okoli & 
Schabram, 2010; Vom Brocke et al., 2015). 

3.2.1 The Literature Search Process 
The literature search guidelines widely applied by researchers in the IS 
domain is followed, as suggested by Okoli (2015) and Webster and Watson 
(2002). Peer-reviewed journals and conference proceedings of reputable 
quality were searched for articles. The initial literature search was conducted 
in all databases indexing the eight IS Senior Scholars’ basket of journals. 
According to Webster and Watson (2002), journals known to be reputable in 
a specific area of study attract rigorous studies that could significantly 
contribute to the field, justifying the choice of the eight IS journals for the 
literature search. A search for articles was also conducted in all databases 
indexing the top IS conferences (AMCIS, ECIS, HICSS, ICIS, and PACIS). 
The assessment of conference proceedings was done by searching for ‘A’ 
ranked proceedings through the Australian Computer Research and Education 
portal (CORE). As Von Brocke et al. (2015) argues, conferences proceedings 
are particularly important sources of current topics in academic disciplines 
such as IS, as they publish recent debates and findings. 

The most recent IT alignment literature reviews (Coltman et al., 2015; 
Gerow et al., 2014; Karpovsky & Galliers; 2015; Ullah et al., 2013) were also 
consulted to find relevant articles that were not caught through the database 
search. A manual search for literature was also conducted by scanning the lists 
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of references in the articles already identified (Webster & Watson, 2002). A 
forward search was also conducted by searching through Google Scholar to 
assess whether articles citing the previously identified articles were relevant 
to the study. Since IT alignment is a concept which is defined differently and 
described with different terms in the literature, the following terms were used 
for the literature search, ‘alignment’, ‘congruence’, ‘fit’, ‘harmony’, and 
‘linkage’ in combination with spelling variations of the terms ‘organisation’ 
and ‘structure’.  

The selection of relevant literature was done in three steps, as depicted in 
Figure 4. A total of 648 articles were identified in the initial search. After the 
exclusion of duplicates, the abstracts of the 314 remaining articles were read. 
The 226 articles selected after the abstract assessment were further evaluated 
according to the inclusion and exclusion criteria. All complete articles with a 
focus on IT alignment and organisational structure meet the inclusion criteria. 
The exclusion criteria excluded research-in-progress articles, non-peer-
reviewed articles, book chapters and literature reviews. In the last stage, the 
full-text of the 74 articles meeting the inclusion criteria were assessed for 
eligibility. 

 

 
 

Figure 4. The literature search process according to PRISMA (Moher et al., 2009) 

 
The final evaluation resulted in the identification of 31 relevant 

articles for the literature review. 

3.2.2 Data Extraction and Analysis Methods 
To facilitate the analysis of the articles identified for the review, the following 
data was manually extracted and exported to an Excel file: publication type 
(journal or conference proceeding); authors, theories and frameworks used, 
research approaches, main research topics, research question/hypotheses, 
objectives, findings and conclusions.  

The data analysis was undertaken thematically according to the procedures 
by Webster and Watson (2002). Since the purpose of the literature review was 
to systematically categorise and analyse the current state of the research topic, 
a concept matrix was compiled. The matrix categorised the studies according 
to the research questions. After the identified articles were read and concepts 
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extracted, the literature was synthesised according to the research questions 
posited.   

3.3 Research Activity 2 and 3- Case Study 
A case study research strategy was chosen for this study since the aim was to 
investigate a phenomenon in the natural setting of a public organisation which 
is known to have a complex organisational setting (Yin, 2017). Case study is 
the most preferred research strategy in the IS research domain (Benbasat et 
al., 1987; Oates, 2005). The extant literature also indicates that case studies 
are widely applied in IT alignment studies conducted in public organisational 
settings (Rusu & Jonathan, 2017).  

Researchers have the choice of using a single or multiple case study 
approach for conducting empirical studies. Atkins and Sampson (2002) offer 
a series of guidelines to help make an informed decision about whether the 
single in-depth analysis of a phenomenon is well suited to address the aim of 
a study in comparison with a multiple case study approach. A single case study 
approach was found to be appropriate for this study. According to Atkins and 
Sampson (2002), single case studies are more appropriate to establishing a 
theoretical relationship between multiple constructs, as they provide 
researchers with descriptions of a phenomenon resulting in an in-depth 
understanding. The aim of the study is to establish a theoretical relationship 
between different forms of organisational structure and the six dimension of 
IT alignment. A single case study strategy has also been applied in previous 
IT alignment studies (e.g., Gutierrez & Lycett, 2011; Hu & Huang, 2006; 
Meijer & Thaens, 2010).  

3.3.1 Data Collection Methods 
Cited as one of the strengths of a research strategy, case studies provide 
researchers with various data collection methods that could improve 
credibility (Denscombe, 2014). Documentation, archival records, interviews, 
physical artefacts, and observations are some of the alternative data collection 
methods for case studies (Yin, 2017).  

 
Case Study 1: Interviews and internal organisational documents were found 
to be appropriate sources of data for the first case study. Interviews are the 
most appropriate data collection method when a researcher is interested in 
capturing a comprehensive and thorough insight into people’s opinions and 
experiences (Denscombe, 2014; Yin, 2017). The interviews explored how 
employees at the case company understand and interpret the different forms 
of organisational structure. The ten semi-structured interviews were 
conducted with a selection of personnel from both IT and administrative units. 
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The interview guide is attached as Appendix I. The interviews, which lasted 
on average between 60 and 85 minutes long, were held in April 2018. All of 
the interviews were recorded and transcribed. The respondents were provided 
with a copy of transcriptions to make sure that it captured what they intended 
to communicate during the interview. Table 3 shows the list of respondents, 
their roles and the departments they represent. 

 
Table 3. List of respondents with their roles and corresponding departments 

Role Level Department Duration 
Administrative 
Manager 

Strategic Central 
Administration 

50 min 

CEO Strategic Municipality Owned 
Enterprise 

79 min 

CIO Strategic IT 68 min 
Director Strategic Elderly Care 65 min 
Business Developer Tactical Central 

Administration 
56 min 

Business Developer Tactical Culture, Sport and 
Leisure 

63 min 

Business Developer Tactical  Labour and Welfare 59 min 
IT Architect Tactical IT 86 min 
Development Manager Operational Education 75 min 
Administrative 
Manager 

Operational IT 75 min 

 
Total interview duration 

751 min 

 
A non-probability sampling strategy was adopted to make sure only 

respondents with the experience and position to hold relevant information 
were selected for the study (Denscombe, 2014). The respondents represent the 
IT and administration areas at the strategic, tactical and operational levels. The 
internal documents obtained outline the formal organisational structure of the 
whole municipality and the departments. 

Yin (2017) argues that the application of different data collection methods, 
also referred to as multiple sources of evidence, helps a researcher to arrive at 
a result which is relatively valid and reliable based on a variety of reality 
constructions. In addition to the interviews, internal organisational documents 
were obtained to complement and identify the formal organisational structure 
that was in place. Table 4 shows the internal documents obtained and used in 
the study. 
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Table 4. List of internal documents obtained with the corresponding contents 

Document Contents 
SM’s 
organisational 
chart 

The document shows the whole organisational structure 
of the municipality, its departments and the municipality 
owned enterprises. The steering committees overseeing 
the various areas of the municipalities and leaders 
participating in these committees are shown.  

Organisational 
chart of 
departments 
and enterprises 

The documents show the various units in each department 
and municipality owned enterprises. The reporting 
structure and the relationships with the central 
administration are also shown in these documents.  

IT 
organisational 
structure 

In addition to showing the different units within the 
municipality’s IT department and the reporting structure, 
this document presents the goals, responsibilities and key 
performance indicators for each unit (Service 
Management, Operations, Service Desk, and IT 
Architecture and IT Projects).  

IT Governance 
Model 

The IT Governance Model, which is grounded in the 
concept of “Responsibility, Accountability, Consulted, 
and Informed” (RICI), is concerned with the decision-
making structure of the IT unit. The document also 
categorises the different roles and responsibilities of 
employees into three—strategic, tactical, and operational. 
The list of customers within the municipality, common 
services, tailored services, and the frequency of meetings 
and length of plans at strategic, tactical and operational 
levels are also stipulated.  

SM and IT 
unit’s strategic 
plan 

This document outlines the municipality’s vision and 
strategic plan. The IT plan is also described in relation to 
the overall vision of the municipality. The goals of the IT 
unit are decomposed from the overall strategy of the 
municipality. Various activities and key performance 
indicators are also included in this document.  

 
Case Study 2: The objective of the second case study was to test the effect of 
different forms of organisational structure on the six dimensions of IT 
alignment, which calls for a collection of quantitative data and hypothesis 
testing. Data was collected using Google Forms (an online survey tool) from 
respondents at the same municipality where the first case study was 
conducted. Screenshots of the Google Forms used are attached as Appendix 
IV. 

A non-probability sampling strategy was adopted to recruit potential 
respondents, where the main aim was to find employees who could provide 
relevant data for the study (Denscombe, 2014). The heads of departments and 
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the IT leaders and the Chief Executive Officers (CEOs) of the municipality 
owned enterprises were approached to distribute the survey. The leaders 
agreed to distribute the survey to those who were expected to possess 
knowledge on IT alignment and organisational structure, and the online survey 
link was emailed to potential respondents. Luftman (2000) also suggests that 
studies assessing IT alignment maturity and investigating the different factors 
affecting alignment should target participants who are not only conversant 
with IT, but who also have an understanding of their organisation’s overall 
strategy.  

The link for the online survey was active for two months and was answered 
by 163 participants. The survey instrument contained 19 questions to measure 
five constructs—IT alignment and the various formal and informal 
organisational structure forms identified in the first case study. As shown in 
Table 5, the central organisational structure (COS) is measured by four items, 
and all informal organisational structure forms (cross-departmental 
relationships (CDR), interpersonal relationships (IPR), and professional 
networks (PRN) were measured by three items each. The SAMM’s six-
dimension criteria (Luftman, 2000; Luftman et al., 2017) was used to measure 
the IT alignment construct.  

The theoretical model and hypotheses were developed prior to designing 
the survey measurement (see Appendix II) based on the findings of the 
literature review (Paper I) and the first case study (Paper II).  
Table 5. Overview of research model variables and measurement items 

Hypotheses, 
and dep. 
variable 

Short code  
(dep. and 
indep. 
variables) 

Measurement Item Item
s 

H1 COS COS to Organisational Learning 
COS to IT Prioritisation 
COS to Administration Strategy 
COS to IT Budgeting 

4 

H2 CDR CDR to Knowledge Sharing  
CDR to Partnership Relationship 
CDR to IT Infrastructure Agility 

3 

H3 
 

IPR IPR to Protocol Rigidity 
IPR to IT Reporting 
IPR to Social Environment 

3 

H4 
 

PRN PRN to Liaison Effectiveness 
PRN to IT Investment Decisions 
PRN to Championing IT Projects 

3 
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IT 
Alignment 

ITA Communications 
Value Analytics 
IT Governance 
Partnering 
Dynamic IT Scope 
Skills Development 

6  

 
The four hypotheses were formulated based on IT alignment literature and 

the findings from the study (Jonathan et al., 2020). These are: 
 
Hypothesis 1: A centralised organisational structure is positively related 

to IT alignment 
Hypothesis 2: Interpersonal relationships are positively related to IT 

alignment 
Hypothesis 3: A professional network is positively related to IT alignment 
Hypothesis 4: A cross-departmental relationship is positively related to IT 

alignment 
 
To test the hypotheses, each of the organisational structure forms identified 

at SM were examined, together with the various dimensions of IT alignment. 
The effect of these organisational structure forms on the dimensions of IT 
alignment were used to formulate the measurement items. This study departs 
from previous IT alignment studies exploring the influence of various factors 
affecting IT alignment (for instance, Chan, 2008; Jorfi et al., 2017; Winkler, 
2013), where the focus was on the overall IT alignment maturity rather than 
different IT alignment dimensions. 

 The centralised organisational structure at SM was found to improve both 
communications and the three attributes of IT governance according to 
SAMM (Luftman, 2000; Luftman et al., 2017): organisational learning as well 
as IT prioritisation, strategic planning, and IT budgeting. The effect of the 
centralised organisational structure on IT alignment at the case company was 
measured by looking at these four items.  

The findings of the first case study (Jonathan et al., 2020b) suggest that 
cross-departmental relationships at SM have an influence on the three IT 
alignment dimensions, communications, partnering, and dynamic IT scope. A 
closer look reveals that cross-department relationships affect the way that 
knowledge is shared between employees in the IT unit and the other 
departments. The partnership relationship between departments and IT 
infrastructure agility seem to be affected by the strength of the cross-
departmental relationship. Knowledge sharing, partnership relationships, and 
IT infrastructure agility are used to measure the effect of cross-departmental 
relationships.  

The role of interpersonal relationships and professional networks in 
improving the different dimensions of IT alignment is established in the 
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literature. For instance, both forms of informal organisational structure were 
found to improve communications, IT governance and business and IT skills 
development (Campbell, 2005; Gosain, 2004; Swanson & Ramiller, 2004; 
Zolper et al., 2015). Jonathan et al. (2020) also found that professional 
networks also have implications for partnering relationships between IT and 
other units. Different attributes of these four dimensions of alignment were 
thus used to measure the influence of interpersonal relationships and 
professional networks. Protocol rigidity, IT reporting and social environment 
were measured to test the influence of interpersonal relationships. Liaison 
effectiveness, informed IT decisions, and business sponsorship was used to 
measure the influence of professional networks on IT alignment.   

IT alignment at the case company was measured using six dimensions—
communications, value analytics, IT governance, partnering, dynamic IT 
scope, and business and IT skills development (Luftman, 2000; Luftman et al., 
2017). 

The data collected was used to test the theoretical model proposed, based 
on the arguments presented above, shown in Figure 5. 

 
Figure 5. Theoretical model 

3.3.2 Data Analysis Methods 
Case Study 1: Data analysis of the interview transcriptions and the internal 
organisational documents was undertaken thematically. Thematic analysis 
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was chosen as it suits the aim of study, categorises the different forms of 
organisational structure found at the case company and relate them to the six 
dimensions of IT alignment. One of the most widely employed data analysis 
methods, thematic analysis is suited to studies regardless of choice of theory 
or epistemology (Boyatzis, 1998).  

Braun and Clarke (2006) proposed a six-phase thematic analysis guide, 
which was followed to identify and analyse themes revealing the formal and 
informal organisational structure types and their influence on the six 
dimensions of IT alignment. The following steps were taken, as suggested by 
Braun and Clarke (2006). 

 
Phase 1: Transcribing and familiarising with the data 
Phase 2: Generating initial codes 
Phase 3: Sorting codes and grouping them into potential sub-themes 
Phase 4: Reviewing the sub-themes 
Phase 5: Defining, grouping and naming the sub-themes into themes 
Phase 6: Producing the report 
 
Fereday and Muir-Cochrane (2006) recommend a hybrid approach to 

demonstrate the rigour of the thematic analysis process in qualitative studies, 
incorporating both inductive and deductive theme generation. The initial 
codes and sub-themes were developed following the inductive approach, 
however, the sub-themes were mapped and grouped into themes deductively, 
using what Crabtree and Miller (1999) referred to as an a priori template. In 
this study, as indicated in the conceptual research framework shown in Figure 
2, the various forms of organisational structure and the six dimensions of IT 
alignment were used as an a priori template. As suggested by Walsham (2006), 
the thematic analysis was done iteratively. Table 6 illustrates how the initial 
codes, the sub-themes, and themes were generated. 

  
Table 6. Selected initial coding examples demonstrating the development of themes 

Excerpt from 
interviews 

Initial 
code(s) 

Sub-theme (s) Themes 

“...it is very 
important that we 
have established 
rules and routines 
for everyone. I am 
not denying people 
find their ways to 
get things done or 
get information 
quickly...”  

Rules and  
routines 
 
 
Connections 
and 
procedures 
 
Information 
sharing 

Protocol  
Official 
practices 
 
Unofficial 
practices 
 
 
Knowledge 
sharing 

Communications 
Formal 
organisational 
structure 
Informal 
organisational 
structure 
 
Communication  
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“…good personal 
relationship and 
chemistry is vital 
for a success of a 
collaboration 
work…for instance 
to get projects 
approved, you need 
the help you get 
from big bosses.  

 
Personal 
relationship 
 
Trust 
 
 
Management 
support 
 

 
Interpersonal 
relationships 
 
Relationship 
style 
 
Sponsorship 
 
 

 
Informal 
organisational 
structure 
Partnering 
 
 
Partnering  
 

 
In addition to the analysis of data collected through interviews and internal 

document analysis, the assessment of IT alignment maturity was conducted 
using questionnaires. The IT alignment maturity level is calculated as the 
average of the sum of the score of the six dimensions, which are assessed using 
a 1 to 5 Likert scale. The questionnaire instrument developed by Luftman et 
al. (2017) was modified to fit the public organisation context.  Participants 
were asked to give scores for 39 questions. The scores were assigned for the 
list of attributes which correspond to the six IT alignment dimensions shown 
in Figure 1.  For instance, for the first dimension (communications), the 
respondents from the IT unit were asked the extent to which they understood 
the municipality’s customers, processes, and partners. Participants from the 
remaining departments were asked to give their opinions on the extent to 
which they understood the IT environment, its capabilities, and so on. Figure 
6 shows a sample question demonstrating how assessment of communications 
was done.  

 

 
Figure 6. Demonstration of the assessment of IT alignment dimensions 

 



34 

Case Study 2: Partial least squares structural equation modelling (PLS-SEM) 
was used to analyse the quantitative data collected from the online survey. 
PLS-SEM is a second-generation multivariate data analysis method (Fornell 
& Larcker, 1981) which is gaining popularity among researchers in 
information systems research domains (Hair et al., 2017). The method was 
also been adopted by IT alignment studies (for instance, Abdolvand & 
Sepehri, 2016; Chan et al., 2006; Tu et al., 2018).   

PLS-SEM is a better choice among comparable SEM techniques 
particularly when non-parametric scales are used to measure items, when a 
large sample size is not available, or when well established theories are not 
available (Hwang et al., 2010; Wong, 2013). Hoyle (1995) suggests a sample 
size of between 100 and 200 for PLS modelling, and the sample size of this 
study was n=163, which is therefore adequate. 

The data analysis was conducted using the SmartPLS software, version 
3.2.8 (Ringle et al., 2015).  

To test the hypotheses, the research model was tested in two steps.  First, 
the measurement model was evaluated by looking at both convergent and 
discriminant validities (Fornell & Larcker, 1981). The criteria and reference 
values used to assess the measurement model are shown in Table 7.  

 
Table 7. Assessment criteria for measurement model 

Criteria Reference 
Value 

Source 

 
Convergent validity 
Item loadings 
Composite reliability 
AVE 
Cronbach’s alpha coefficient 

 
 
≥ 0.4 
≥ 0.5 
≥ 0.5 
≥ 0.6 

 

 
 
Hair et al. (2017) 
Fornell & Larcker (1981) 
Fornell & Larcker (1981) 
Fornell & Larcker (1981) 
 

 
Discriminant validity   
Cross loadings 
 
 
 
Square root of AVE 
 

 
Item loads 
on its own 
					≥ 0.4  
 
≥ 0.4 

 
Fornell & Larcker (1981) 
 
 
 
Fornell & Larcker (1981) 

 
Second, the structural model was tested by evaluating the coefficient of 

determination (R2) and the significance of path coefficients. According to 
Chin (1998), the values of coefficients of determination indicate the strength 
of prediction power of the theoretical model. According to Wong (2013), the 
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values of path coefficients also indicate the strength of the relationship, that 
is, the effect of one variable on another.   

Table 8 shows the criteria and reference points used to evaluate the 
structural model.  

 
Table 8. Assessment criteria for the structural model 

Criteria Reference Value Source 
Coefficient of determination (R2) 
 
 
Path coefficient significance 
 
 

≥ 0.5 
 
 
≥ 0.1 small 
≥ 0.3 moderate 
≥ 0.5 strong 

Chin (1998) 
Hair et al. (2017) 
 
Cohen (2013) 
 

 

3.4 Research Quality                                                 
Scholars argue that demonstrating the rigour of a study and the credibility of 
a research finding is one of the most essential activities of a researcher 
(Denscombe, 2014). Establishing good quality research entails providing a 
logical test which demonstrates the acceptability of a result in a study 
according to the scientific research methodology norms. Several quality 
criteria are used to assess the quality of a study according to the research 
methods applied in the social science research field. Leung (2015) argues that 
there is little consensus among researchers in the field with regard to assessing 
the quality of a qualitative study. Two approaches have been proposed to 
appraise the rigour of scientific studies—one emphasising the data collection 
and analysis method, and the other stressing the rigorousness of the 
interpretations. However, the most commonly applied tests include construct 
validity, internal validity, external validity, and reliability (Bhattacherjee, 
2012; Campbell, 1997; Denscombe, 2014; Golafshani, 2003; Yin, 2017). 

Construct validity refers to the extent to which the operationalisation of 
the concept or construct measures as intended (Yin, 2017). Construct validity 
is also considered to be the appropriateness of the research tools used. These 
include the data collection instruments or data analysis methods (Leung, 
2015). For Research Activity 1, the literature search, and the data extraction 
and analysis methods, followed the accepted methodology guidelines in the 
information systems research domain (Kitchenham et al., 2009; Okoli & 
Schabram, 2010; Webster & Watson, 2002). For instance, the combination of 
keywords, the use of multiple databases to search for relevant literature, and 
keeping track of the review process from the literature search until the final 
report is written, has improved the construct validity of the study (Webster & 
Watson, 2002).  
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Among the various measures available, Yin (2017) argue that triangulation, 
keeping a chain of evidence, and respondent validation improves the construct 
validity of case studies. This study used multiple sources of evidence to 
triangulate the validity of the data collected for Research Activity 2. 
Respondents were also asked to validate the transcription of the interview. 
Internal organisational documents and observations were used to complement 
and validate the data collected through the interviews. In addition, the chain 
of evidence also helped the researcher to appraise the research process, 
starting from the research design and formulation of the research question 
until the conclusion was written (Yin, 2017). The construct validity was tested 
for Research Activity 3, as shown in Table 7, by assessing the convergent 
validity and discriminant validity (Fornell & Larcker, 1981; Hair et al., 2017).  

Internal validity is related to the extent to which research is trustworthy. 
According to Creswell (2012) and Golafshani (2003), the assessment of 
validity is invaluable, as it tells readers whether research has indeed 
investigated what was intended. In other words, internal validity reveals the 
‘appropriateness, accuracy and preciseness’ of the collected data according 
to the research aim (Denscombe, 2014). To improve the internal validity of 
the studies, the following steps were taken. The study was conducted in 
sequences, beginning with the systematic literature review. For Research 
activity 2, the extant literature was reviewed to make sure the measurement 
instruments for the IT alignment and remaining constructs were selected. 
In Research Activity 3, the theoretical model and the survey instrument were 
designed based on the findings of previous studies.   

External validity, also referred to as generalisability, is one of the criteria 
used to test whether a finding of a study could be replicated, with results that 
can be generalised beyond the immediate study sample and setting (Carter & 
Porter, 2000). As pointed out by scholars such as Denscombe (2014), 
generalising from small-scale research might be possible, however, the 
findings of this study should be seen as a starting point for further study. Each 
case study is an opportunity to reveal a unique insight that might not be found 
in other settings. Yin (2017) makes a distinction between statistical 
generalisation and analytical generalisation. In Research Activity 2, the 
selection of informants was based on well-defined criteria to improve 
analytical generalisation. This was justified given the insights obtained from 
both IT and administration employees who had knowledge of IT and 
administration strategy (Luftman, 2000). In Research Activity 3, the number 
of responses from the participants (n=163) exceeds the recommended 
minimum sample size of 100 (Hoyle, 1995) required to run PLS-SEM and 
obtain results that can be generalisable. The effect of different organisational 
structures on IT alignment is confirmed.  

Reliability, also referred to as replicability, describes the extent to which 
the results of research are consistent over time (Golafshani, 2003). An adopted 
research methodology is considered to have resulted in a reliable result if these 
results can be reproduced provided that the same methodology is used 
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(Denscombe, 2014). While the selection of representative sampling is found 
to improve the reliability of a study in quantitative research approaches 
(Golafshani, 2003), providing a detailed and accurate description of data 
collection and analysis methods will enhance the likelihood of replicating a 
study which results in similar findings (Denscombe, 2014). The different data 
collection and analysis methods used were described in order to ensure the 
reliability of the studies included in this thesis.  

The list of keywords, the databases searched, the analysis method used and 
the step by step literature search and appraisal procedure used for Research 
Activity 1 is described to allow the study to be easily replicated. The data 
collection and analysis methods, and the IT alignment maturity framework 
and constructs of various forms of organisational structures were described 
for Research Activity 2. A case study database was created at the beginning 
of the study to easily access data collection instruments and evidence for 
iteration purposes. An interview protocol was used to collect data consistently. 
The methods used to collect the quantitative data for Research Activity 3 were 
presented, along with the detailed description of the analysis method for the 
third study. The interview guide used to collect data for the case study and the 
survey questionnaire is attached in the Appendices at the end of this study. 

3.5 Ethical Considerations 
The research process is designed to conform to the established ethical 
guidelines for scientific research. Denscombe (2014) and Creswell (2012) 
point out three principles of ethical considerations for studies within the social 
sciences research disciplines.  

The first principle is related to voluntary participation and harmfulness. 
According to Denscombe (2014), researchers are expected to respect and 
protect the dignity of their respondents. The researcher also must make 
assessments that enable them to foresee potential consequences to their 
respondents and to take appropriate steps to make sure no harm will come to 
them. This principle also states that adequate information about the study, and 
the choice of withdrawing from participation should be provided to 
participants. Meyers (2019) recommends the use of detailed informed consent, 
outlining the description and purpose of the study and the respondent’s right 
to withdraw from participation.   

Since Research Activity 1 did not involve the participation of human 
subjects, the first principle does not apply. For Research Activity 2, all 
participants were asked to sign the consent form (Appendix III) before the 
interview. In addition to the consent form, the interviewees were encouraged 
to ask questions about the study and any concerns they might have. For the 
third research activity, the email sent to potential respondents provided them 
with information about the study and their rights to withdraw from 
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participation at any time. Only the respondents who consented to participate 
in the study were directed to the online form containing the questionnaires.   

To comply with the second principle, the anonymity and confidentiality of 
the respondents, any information that could be used to identify the respondents 
is excluded from the publications. The second principle is not relevant to 
Research Activity 1 as it did not involve human subjects. Anonymity could 
not be maintained for Research Activity 2, since the interviews were 
conducted face-to-face, however, respondents were guaranteed 
confidentiality. Only the researcher conducting the study knew the identity of 
the respondents. The recorded audio files were stored in a safe place until the 
transcription was completed. Respondents were also given the opportunity to 
read the transcripts and make changes if they wished to do so. The names of 
the participants were anonymised in the transcripts. The case company’s 
name, and other information that could be used to identify the organisation, is 
not disclosed. None of the internal organisational documents were published 
nor disclosed.  

The third ethical consideration relates to the honesty and scientific integrity 
of researchers when collecting and analysing the data used for the study. 
Denscombe (2014) argues that researchers should exhibit the utmost 
professionalism and honesty while conducting their study, and when they 
interact with their fellow researchers. To start with, researchers should meet 
their scientific obligation by disclosing accurate results. According to 
Bhattacherjee (2012), the findings of a study, including those which might 
attract suspicion or generate questions from the research community, need to 
be reported. This also applies when researchers by chance find a result which 
might look favourable. None of the studies included in the thesis made 
findings that were negative or unexpected. The complete list of results was 
reported for each of the studies. 

The recommended guidelines for conducting rigorous literature reviews in 
the information systems domain were followed for research activity 1 
(Kitchenham et al., 2009; Okoli & Schabram, 2010; Webster & Watson, 
2002). According to McGowan (2015), conducting a literature review is an 
important undertaking that requires a demonstration of transparency and 
reproducibility, and this was demonstrated throughout the whole research 
process. The databases used, the literature selection and appraisal, and the data 
analysis methods, were included in Paper I. As discussed in the research 
quality section, Research Activity 2 was conducted as suggested by Yin 
(2017). Case study protocols and the three principles of data collection were 
followed to improve reliability and transparency. The case study protocol 
contained the relevant literature and instruments used to collect data for 
analysis. The sampling, data collection, and data analysis methods were 
clearly stated for research activity 3. The reference values and the criteria for 
assessing the models (i.e. measurement model, and structural model) were 
also described.     
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Finally, the third principle also states that researchers are expected to 
acknowledge the work of others (Denscombe, 2014). All sources used for this 
study (all three research activities) are properly acknowledged, and credit is 
given for all who participated in the study. 
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4. Results and Discussion 

This chapter presents a summary of the results and analysis of the collected 
data for the studies included in the thesis. According to the research questions 
posited, the discussion begins with the findings of the systematic literature 
review, followed by the results of the two case studies.   

4.1 The Literature Review 
The literature review explored the current state of IT alignment studies, 
focusing on organisational structure. Consistent with the findings of prior 
studies, the results of the review suggest that IT alignment continues to be one 
of the most critical issues for many organisations. Despite the large volume of 
IT alignment literature, few studies have investigated organisational structure 
and its influence on IT alignment. One possible explanation for the lack of 
interest, according to Benbya and McKelvy (2006) and Karpovsky and 
Galliers (2015), is that previous studies have focused on conceptual debates 
on IT alignment, focusing on IT strategy. The authors argue that studies 
exploring the conducive organisational structure that could facilitate IT 
alignment at the strategic, operational and tactical levels have not gained 
momentum. The next sections summarise the main findings of the analysis of 
the studies reviewed. 

4.1.1 Different IT alignment maturity levels within an 
organisation 
The main objective of IT alignment is to help organisations converge 
intentions, and improve the common understanding and coordination of 
procedures in such a way that IT can be utilised to realise the overall 
organisation objective (Ra’ed & Wheeler, 2003). However, this assumption is 
predicated on the notion that an organisation has managed to design an 
organisational structure that makes it possible to coordinate activities fostering 
IT alignment. As Preston and Karahanna (2009) found, the organisational 
structure in place influences the level of shared language, the CIO’s business 
knowledge, and the IT knowledge of top-level business leaders, which are 
related to IT alignment at the strategic level. If organisations fail to maintain 
the same level of understanding between IT and other units at the tactical and 
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operational levels, then different levels of IT alignment maturity might be 
observed within the same organisation. Researchers have also noted that 
organisations attempt to appraise their IT alignment maturity but disregard the 
appearance of the configuration. Leifer (1988) recommends that an 
appropriate level of analysis for IT alignment is that on a department/unit 
level.  

Campbell et al. (2005) caution against setting up an organisational structure 
that separates IT functions from the rest of the organisation. According to the 
authors, a detached IT department might result in the creation of various sets 
of groups with unique organisational culture different from the rest of the 
organisation. Organisational cultures dictate different norms and acceptable 
ways of doing work. These differences might affect the credibility of IT units. 
Researchers argue that organisations need to work and maintain an 
organisational structure that is in congruence with the organisational culture 
(Lee & Leifer, 1992; Leifer, 1988; Ravishankar et al., 2011). Studies based on 
a multi-dimensional view of IT alignment—strategic alignment and social 
alignment—have established the critical role of informal organisational 
structure (Sha et al., 2011; Walentowitz et al., 2010).  

4.1.2 Formal versus informal organisational structure 
Studies have acknowledged the relationship between different organisational 
structure types and IT alignment (for instance, Chatzoglou et al., 2011; 
Bergeron et al., 2004). The findings of the studies, however, reveal that there 
are discrepancies in the attention given to the formal and informal organisation 
structure types. The criticism of previous studies for not acknowledging the 
importance of facilitating and cultivating the creation of an informal 
organisational structure that has implications for IT alignment is justified, 
given the new forms of organisations emerging in today’s business 
environment. For instance, Chan (2002, p. 99) argued that informal 
organisational structures were increasingly introduced as “boundaryless 
organisations” in the twenty-first century organisations taking over the role of 
formal organisational structure. In the same vein, Lee and Leifer (1992) argue 
that firms are researching new ways of configuring their organisations to 
improve coordination and information sharing practices, which might be the 
answer to mitigating IT alignment issues. One such arrangement is what the 
authors called “self-directed teams”, which is a departure from what we know 
as contemporary formalised organisational structure.  
 The reviewed articles seem to confirm the consensus among IS 
scholars acknowledging new approaches to deal with intellectual elements of 
IT alignment in organisations. Rozendal et al. (2015) argue that strategy 
planning, infrastructure and processes need to be supported by appropriate 
organisational structure. The critical role of informal organisational structure, 
social/informal relationships between employees in the IT and other 
departments, need to be recognised as equally important as the formal 
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organisational structure. One interesting finding from the review is the 
contradictory results about which of the two organisational structures are more 
important for achieving and maintaining IT alignment. For instance, according 
to Yayla and Hu (2009) and Preston and Karahanna (2009), formal 
organisational structure has a strong influence on IT alignment. Organisations 
therefore need to make appropriate changes to formal structures in order to 
improve IT alignment. The findings of other studies suggest that informal 
organisational structure is less challenging but more effective in improving IT 
alignment (Chan, 2002; Ravishankar, 2011). 

4.1.3 The role of organisation structure on IT alignment in 
different sectors 
The findings of the review indicate that achieving and maintaining IT 
alignment is a challenging endeavour that is dependent on contextual 
differences. Although the effect of both internal and external factors is 
different across sectors, there are calls for IT alignment studies that focus on 
specific sectors/industries. This is consistent with the findings of previous 
studies. For instance, Rusu and Jonathan (2017) found that few studies have 
explored the role of informal organisational structure on IT alignment in the 
public sector. The reviewed articles have focused on studying the relationship 
between organisational structure and IT alignment in different organisational 
settings. As shown in Table 9, organisational structure and its effect on IT 
alignment has been studied in few sectors. These include small and medium 
enterprises, multinational companies, insurance, manufacturing, and 
organisations in the healthcare sector. 

The remaining studies attempted to uncover a generic ‘ideal’ organisation 
structure that is appropriate for helping organisations reach and maintain an 
IT aligned position. For instance, Currie (1996) argued that researchers need 
to explore the way organisational structure can affect IT alignment in different 
business environments. The author also suggests an investigation of internal 
variables that might help organisations to decide appropriate organisational 
structure. 
Table 9. IT alignment studies focusing on organisational structure in different 
sectors 

Sectors Studies 
 
Small and medium enterprises 
 
Multinational companies 
 
Insurance and manufacturing 
 

 
Levy et al. (2011); Raymond et al. 
(1995) 
 
Jarvenpaa & Ives (1993)  
 
Brown & Magill (1994) 
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Health sector  
Sha et al. (2011); Yusof et al. (2008) 
 

4.1.4 Factors determining the choice of organisational structure 
Scholars caution against proposing an optimal organisational structure that 
could help organisations reach IT alignment. On the contrary, several internal 
and external factors need to be taken into account to make sure the 
organisational structure can facilitate IT alignment (Jarvenpaa & Ives, 1993). 
Table 10 shows the list of factors that are important for helping leaders to 
choose the appropriate organisation structure to improve IT alignment.  
     In addition to the volatility of the business environment (external factor), 
the majority of the studies identified a long list of internal factors. These 
include overall firm strategy, decision making arrangements, organisational 
culture, firm size, human resource practices and the geographical proximity 
of the different units within the organisation.  
Table 10. Internal and external factors that determine selection of an appropriate 
organisational structure that is optimal for IT aligned position 

Factors Source 
Internal  
Overall firm strategy 
 
 
Decision making arrangements 
 
 
Organisation culture 
 
 
 
Firm size 
 
 
Human resource practices 
 
Geographical proximity of 
different units of the 
organisation  

 
Brown & Magill (1994); Lee & Leifer 
(1992); Yusof et al. (2008) 
 
Chan & Reich (2007); Ravishankar et 
al. (2011); Brown & Magill (1994) 
 
Campbell et al. (2005); Chan & Reich 
(2007); Lee & Leifer (1988); Leifer 
(1988); Ravishankar et al. (2011) 
 
Brown & Magill (1994); Chan & Reich 
(2007); Levy et al. (2011)  
 
Raymond et al. (1995) 
 
 Chan & Reich (2007); Hu & Huang 
(2006); Lahdelma (2010); Jarvenpaa & 
Ives (1993)  
 

External   
Business environment stability 

 
Currie (1996), Knoll & Jarvenpaa 
(1994) 
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4.2 Case Study 1  

4.2.1 The case organisation 
The organisation chosen for the case studies, hereafter referred to as SM, is a 
municipality in Sweden considered as mid-size, and has close to 100,000 
residents. In recent years, SM allocated a considerable amount of resources to 
digitising the services provided to its residents and businesses within the 
boundaries of the municipality. According to the leaders of the departments 
interviewed, the municipality has ambitious plans to make use of IT as a key 
strategic asset to attract more residents. While the political leaders take full 
responsibility for setting the strategic vision and direction of the municipality, 
civil servants in different departments are mandated to run the core services 
of their departments to realise the overall goal and vision of the municipality. 
Figure 7 depicts the organisational structure and includes the titles of leaders 
in the departments and municipality owned enterprises, as described by the 
participants.  
 

 
Figure 7. SM functions of the central administration, departments and municipality 
owned enterprises, and the leader’s title. 

The central administration headed, by the administrative head (equivalent 
to a CEO position in private firms), is in charge of overseeing the 
implementation of the strategic vision of the municipality and chairing the 
steering committee for the entire municipality including the seven 
departments and the municipality-held enterprises. The departments headed 
by directors (forvaltningschef) are organised according to the services they 
provide to citizens: education; elderly care; culture, sport and leisure; 
agriculture and cadastral; labour and welfare; technical administration; and 
health and environmental protection. Running core service provisions for 
residents is left to departments, while the municipality’s ’Management and 
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Administration Department’ provides common services, support and expertise 
to all departments, including HR, IT, research and development, legal 
services, budget and finance, registry, security and readiness, procurement, 
and sustainability. The department directors and CEOs of the municipality-
held enterprises report directly to the administrative head. 

4.2.2 Formal organisational structure 
Management scholars argue that categorising organisations according to a 
commonly recognised organisational structure has become debatable, given 
the various alternative arrangements from which organisations can choose 
(Molina, 2001). The organisational chart and the interviews with respondents 
reveal that SM seems to have most of the characteristics of a centralised 
organisation. Particularly when looking at what the leaders of departments 
considered important functions, such as IT, finance and legal services, SM 
seems to be managed by the central administration. A closer look at IT at the 
municipality, the responsibility and decision-making authority on IT related 
matters is at the IT unit, which is placed within the central Management and 
Administration Department. Although the steering committee is mandated to 
make strategic IT decisions at the central steering committee level, this 
committee is chaired by the administrative head. The internal documents 
reviewed outline a clear formal hierarchy, showing a division of responsibility 
between the different departments and Central Administration Management. 
The municipality’s governance model requires all departments and enterprises 
to plan regular meetings at three different levels –strategic meetings (1-4 times 
a year), tactical meetings (4-12 times a year), and operational meetings (1-4 
times a month). The municipality has also adopted the RACI governance 
model, which requires employees to be responsible, accountable, consulted 
and informed. 

The results of the study indicate that the municipality relies on having a 
formal organisational structure in the interest of reducing redundancy, 
improved efficiency and accountability to the taxpayers. The organisational 
theory literature is clear about the rationale for formal organisational 
structures (Krackhardt & Hanson, 1993; Mintzberg, 1989). The importance of 
appropriate formal organisational structures is also recognised among scholars 
in the IS domain (for instance, Gulati et al., 2009). According to the authors, 
formal organisational structure is found to adequately support capability, 
reduce redundancy and resolve anticipated issues that might arise in the course 
of IT implementation and use. Respondents from the IT department, 
particularly the CIO, argue that the central organisational structure in the 
municipality has helped to get things in order and keep the costs down.  

 There also seems to be a consensus among most of the department heads 
that centralisation has made it easier to keep IT aligned with the overall 
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strategy of the municipality, without compromising accountability and 
transparency. This statement is consistent with what researchers considered to 
be one of the benefits of centralised organisational structure (Mintzberg, 1989; 
Weber, 1969; Tushman & Nadler, 1986). Although the need for order and 
structure in a public organisation was brought up several times during the 
interviews, the responses also revealed contrasting views on the implications 
of the centralised organisational structure for IT alignment.  

At the strategic level, for instance, the CIO and one of the department 
directors seem to be of the opinion that a centralised organisation structure has 
a favourable effect on IT governance practices, and clarity of strategy 
throughout the municipality. For example, the steering committee and the 
central IT strategic planning and transparent IT prioritisation process were 
indicated as strengths. One of the CEOs of the enterprises, however, while 
acknowledging shared understanding and an effective IT governance 
arrangement, argues that the formal organisational structure, conversely, has 
created what seems to be a one-fits-all kind of rigid protocol that is not 
appropriate for departments or enterprises with services that are very unique.   

The other issue raised in relation to the formal organisational structure is 
how it has influenced the way that people resolve issues and find solutions 
when employees are faced with unanticipated problems. According to the 
respondents, the centralised organisational structure has fostered a 
counterproductive organisational norm. This is related to the skills 
development practices in the municipality. For instance, the inflexible 
division of labour, and a working environment where employees are not 
encouraged to explore alternative ways of solving their problems are a 
reflection of the current centralised organisational structure.  

A closer look at the implications of centralised organisational structure for 
the different dimensions of IT alignment, for instance, for communications 
between the IT and remaining departments, seems to offer mixed views. The 
CIO believes the municipality has an efficient system capable of facilitating 
the flow of accurate and timely information. Department heads also seem to 
agree that the formal organisational structure works well. There are various 
formal arrangements to facilitate communication between IT and other 
departments in the municipality. For instance, the steering committee at the 
top; and the regular meetings at the strategic, tactical and operational levels, 
are considered to have helped the municipality to maintain good 
communications.  

Although the responses from those at the strategic level seemed to suggest 
that the formal organisational structure had improved the shared strategic 
understanding between IT and the remaining departments, participants from 
the tactical and operational levels report something different. For instance, the 
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unit managers at some of the departments, and one IT manager, argued that 
the centralised organisation structure has contributed to slowing the 
information flow. The respondents also claim that the unnecessary checks and 
protocols have also resulted in delays in making decisions. 

Another point discussed during the interviews was the effect of a formal 
organisational structure on value analytics. The majority of the respondents 
argued that the IT metrics formulated at the central IT unit are only understood 
by the IT staff.  According to the CEO of one of the enterprises, the metrics 
are not in congruence with the realities in each department and enterprise, 
meaning they are not appropriate for making reasonable assessments. 
Business developers are also hesitant about whether it is possible to measure 
the contribution of IT to the services they provide to residents. This argument 
is related to the intangibility of services delivered by the public organisation. 
This is one of issues recognised in the literature (Bretschneider, 1990; Kuipers 
et al., 2014). Respondents at the IT unit (for instance, the IT manager and the 
IT architect), on the other hand, argue that the key performance indicator 
distributed to each department and enterprise clearly describes how appraisals 
can be made. None of the respondents outside the IT unit were convinced, 
however. Another related issue revealed during the interviews was the use of 
service level agreements. In the same fashion, no respondent outside IT 
seemed to recall consulting the agreement, even when things were not 
functioning as they should. According to the IT unit, service level agreements 
are prepared based on the IT needs of all departments and enterprises in the 
municipality.  

In summary, the findings of the study suggest that the centralised 
organisational structure at SM has affected the four dimensions of IT 
alignment—communication, value analytics, IT governance, and business and 
IT skills development. A closer look at the results indicates that the centralised 
organisational structure has a favourable effect on IT governance, however, 
the formal structure at the municipality seems to have negatively influenced 
value analytics and skills development. The effect of the centralised 
organisation structure on communications, on the other hand, seems to be 
mixed. While the formal organisational structure has improved the shared 
understanding at the strategic level, it has also negatively affected the speed 
of communication and flexibility of protocol. 

4.2.3 Informal organisational structure 
The results of the study indicate that respondents, even though they 
acknowledge ways of doing their jobs other than following the officially 
sanctioned way, are not familiar with the formal organisational structure at the 
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municipality. According to Farris (1972), employees might lack an awareness 
of the informal organisational structures at their workplace. Of the various 
informal organisational structure forms in the literature, (Chan, 2002; Gulati 
et al.,2009; Krackhardt & Hanson, 1993, Tushman & Nadler, 1986; Zolper et 
al., 2014), the results of the study suggest that there are three informal 
organisational structures at the case company—interpersonal relationships, 
professional networks, and cross-departmental relationships. 

When asked about the existence of informal organisational structures or 
informal working arrangements, respondents with senior positions were 
adamant that the municipality, as with any public organisations under 
scrutiny, argued that formal structure, rules and regulations dictate how things 
get done. According to one of the directors, rules and regulations mean a lot 
when managing such a complex organisation. This conviction is also shared 
by the CEO of one of the enterprises and the CIO. These respondents attribute 
what they call a ‘clean house’ to the consistency of structure they have at SM. 
Some of the business developers, even though they recognise that there might 
be some form of informal organisational structure, also acknowledge that 
standardised processes and routines have helped them from wasting a lot of 
working hours every year. Reflecting on the day to day activities in their 
departments, however, the respondents acknowledged the different practices 
that deviate from the formally stipulated routines.  

Looking at the first dimensions of IT alignment, communications, 
respondents recall reaching out to some people not in line with the hierarchy 
they belong to in the organisational chart. For instance, the use of 
interpersonal relationships to get work done promptly or gather information 
was acknowledged by the respondents. Both IT and employees from other 
departments seem to agree on the importance of interpersonal relationships. 
When asked to give an example of instances where these relationships were 
found to be useful, the stories differ between relatively new employees and 
those who have been around for a long time. Relatively new employees use 
their interpersonal relationships to learn more about their newly assumed 
roles, while other used their connections to get new information or get things 
done quickly. It is apparent that interpersonal relationships speed up 
communication and improve knowledge sharing.  

In relation to the skills development dimension, the IT service manager and 
one business developer confirmed the role of interpersonal relationships in 
improving IT skills development and creating social and trusting environment 
that improved learning. Consistent with the findings of Zolper et al. (2014), 
the CIO recognised interpersonal relationships between IT and other 
departments at the top level as the critical aspect of IT alignment. The IT 
architect and one of the directors also argued that interpersonal relationships 
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between the CIO and department leaders are a determinant factor in 
harmonising IT with the rest of the organisation. Further analysis of the 
responses suggest that the interpersonal relationships at the strategic level are 
instrumental in fostering effective IT governance, particularly in IT and 
overall strategic planning. On the other hand, the responses from those at the 
tactical level suggest that the interpersonal relationships have brought their 
departments closer. According to the IT manager, in departments where a one 
on one relationship is established, IT is considered a partner rather than a 
service provider. This type of relationship, also referred to as partnering 
(Luftman et al., 2017) is an important prerequisite for other dimensions of IT 
alignment.  

 Scholars (for instance, Farris, 1972; Zolper et al., 2014) argue that 
regardless of function or hierarchy in the organisation chart, different 
departments with close physical proximity might develop a relationship 
referred to as a cross-departmental relationship. Zacarias and Martins (2011) 
argue that cross-departmental relationships might also be a result of the 
formalisation of interpersonal relationships between employees in different 
departments. The findings of the study, and specially responses from the 
tactical and operational levels, reveal the existence of a cross-departmental 
relationship. One respondent suggested that the reason for the promotion of 
interpersonal relationships to cross-departmental relationships is the fact that 
some problems are too big to be solved only through the collaboration of 
individuals. Two of the dimensions that were found to be affected by the 
cross-departmental relationships were communications (knowledge sharing) 
and dynamic IT scope (the provision of flexible IT solutions matching 
departments’ needs). According to the IT manager, departments that have 
successfully established a relationship consider themselves partners, which 
facilitates accurate elicitations of IT needs, enabling the delivery of 
appropriate IT solutions.  

The last type of informal organisational structure, professional networks, 
was also identified at SM. Consistent with the literature (Chua et al., 2008; 
Farris, 1972), the results indicate that people with related professions and 
backgrounds seem to have formed alliances. For instance, two of the 
respondents acknowledge the ease of communication and collaboration with 
not only individuals holding similar positions in other departments, but also 
those with similar backgrounds and positioned differently in other 
departments. One of the respondents with long experience from the private 
sector confirms his associations and collaborative works with others joining 
the municipality from the private sector. Others with similar inclinations agree 
that professional networks are used to advance career prospects within the 
municipality, and to improve partnering relationships. Respondents from 
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departments other than IT also stated that they had used their professional 
networks to get messages across (communications) and speed up IT decision 
making (IT governance).  

Table 11. Influence of organisational structure on dimensions of IT alignment 

Organisational 
structure 

IT alignment 
dimension 

Attributes 

Formal 
Centralised 
 
 
 
 
 

 
Communications 
 
IT governance 
 
 
 

 
Organisational learning  
 
IT prioritisation 
IT budgeting  
Administration strategic 
planning 

Informal  
Interpersonal 
relationships 
 
 
 
 
 
Cross-departmental 
relationships 
 
 
 
 
 
Professional 
networks 
 

 
Communications  
 
IT governance 
 
Skills 
development 
 
Communications 
 
Partnering 
 
Dynamic IT scope  
 
 
Communications 
 
IT governance 
 
Partnering 

 
Protocol rigidity 
 
IT reporting procedures 
 
Social and trusting 
environment 
 
Knowledge sharing 
 
Relationship style, trust 
 
Flexibility of 
infrastructure/agility 
 
Liaison effectiveness 
 
IT investment decisions 
 
Championing IT initiatives 

 
In summary, as shown in Table 11, the results of the study suggest the 

existence of three different forms of organisational structure with implications 
for IT alignment at SM. Further analysis reveals that all of the IT dimensions, 
except value analytics, are affected by the informal organisational structure at 
the case company.   
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4.3 Case Study 2 
The second case study, which was conducted in the same company as the first 
case study (SM), aimed to confirm the effect of the identified organisational 
structure on the various dimensions of IT alignment. The findings of prior 
studies were also consulted to formulate the four hypotheses posited (see 
Section 3.3.1). The results of the test performed will be presented in two steps.  

4.3.1 Measurement model 
As discussed above and depicted in the theoretical model in Figure 5, the study 
assesses the relationship between five constructs. The first step in running 
PLS-SEM is to make an assessment of the reliability and validity of items. 
According to Wong (2013), reliability and validity tests are indicators of 
rigour. Average variance extracted (AVE) and Cronbach’s alpha coefficient 
were used to assess the reliability and validity of the five constructs (Fornell 
& Larcker, 1981) as shown in Table 11. The AVE is a measure of the variance 
captured by the construct (a latent variable) in relation to the amount of 
variance attributed to the measurement error. According to the PLS-SEM 
literature, the cut-off value for AVE is 0.5, which translates as a variance of 
more than half the indicators that are attributed to the latent variables 
(Johnston & Warkentin, 2010).  
 
Table 11. Inter-construct correlation and square roots of AVEs 

C
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AVE COS CDR ITA IPR PRN 

COS 0.769 0.600 0.663 0.680     
CDR 0.812 0.652 0.592 0.474 0.770    
ITA 0.751 0.618 0.747 0.662 0.731 0.589   
IPR 0.746 0.529 0.608 0.482 0.545 0.612 0.713  
PRN 0.668 0.467 0.488 0.516 0.527 0.551 0.496 0.699 

 
 
As shown in Table 11, the Cronbach's alpha of the three constructs 

(centralised organisational structure, cross-departmental relationships, and IT 
alignment) meets the acceptable level of .60 (Fornell & Larcker (1981), but 
the figures for interpersonal relationships (.52) and professional networks 
(.47) fall under the cut-off value. The composite reliability of all constructs 
but professional networks are greater than the accepted value of .7 (Fornell & 
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Larcker, 1981). While the composite reliability of professional networks falls 
slightly under the acceptable value, the remaining constructs range from .74 
to .81. The AVE indicates that except for the professional networks, the values 
for the remaining constructs range between .59 and .66 which is above the 
recommended level of .5.  

According to Fornell and Larcker (1981), the average variance extracted 
may be a more conservative estimate of the validity of the measurement 
model. Composite reliability alone may thus be sufficient to declare the 
validity of a construct. Composite reliability is also preferred in PLS-SEM 
(Bagozzi & Yi, 1988; Hair et al., 2017). As the composite reliability for all the 
constructs exceeds 0.6, the figure is considered to be satisfactory for 
exploratory research (Hair et al., 2017).  

4.3.2 Structural model 
Model fit is assessed and maximised in an attempt to test hypotheses in other 
SEM techniques. PLS-SEM estimates, on the other hand, are based on the 
variances explained. As shown in Figure 8, the hypotheses of the theoretical 
model were tested based on multiple measures for each of the constructs and  
evaluating the significance of hypothesised relationships. For instance, four 
items were used to measure the effect of centralised organisational structure 
(COS1, COS2, COS3, and COS4) on IT alignment. IT alignment was 
measured using six items—ITA1(communications), ITA2 (value analytics), 
ITA3 (IT governance), ITA4 (partnering), ITA5 (dynamic IT scope), and 
ITA6 (skills development). As shown in the measurement instrument attached 
as Appendix II, the hypothesised relationship between centralised 
organisational structure on IT alignment was assessed by looking into 
organisational learning (COS1), IT prioritisation (COS2), administration 
strategy (COS3), and IT budgeting (COS4).  

     The value of R2 (coefficient of determination) was assessed to test the 
extent of the predictive power of the theoretical model. According to Chin 
(1998), R2 values higher than 0.19 but less than 0.33 are considered weak. R2 

higher than 0.33 but less than 0.67 are moderate, or substantial if it is higher 
than 0.67.  As shown in Figure 8, the R2 value of 0.688 indicates that the 
theoretical model accounted for 68.8 per cent of the variance in IT alignment. 
In other words, the four variables, centralised organisational structure, 
interpersonal relationships, cross-departmental relationships, and professional 
networks, substantially explain the variance in IT alignment. The structural 
model results thus suggest that the proposed theoretical model is supported.  
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Figure 8. PLS-SEM results 

  
In the next step, the strength of the path coefficients was evaluated. The 

path relationships, or the path coefficients, tell us the strength of the influence 
of one variable on the other (Wong, 2013). According to Cohen (2013), the 
strength of predictors may be strong, as measured by path coefficients (0.5 or 
higher); moderate (higher than 0.3 but less than 0.5); or small (higher than 0.1 
but less than 0.3). As hypothesised in Figure 5, the construct IT alignment is 
found to be influenced by three of the four forms of organisational structure—
cross-departmental relationships, central organisational structures and 
interpersonal relationships. However, looking at the path coefficients, the 
model suggests that the strongest influence on IT alignment seems to be from 
cross-departmental relationships.  The strongest effect of cross-departmental 
relationships on IT alignment (0.445), is followed by centralised 
organisational structure (0.337) and interpersonal relationship (0.181). The 
findings of the study thus confirm that the hypothesised path relationships 
between Centralised Organisational Structure and IT Alignment (COS-ITA), 
Interpersonal Relationships and IT Alignment (IPR-ITA), Cross-departmental 
Relationships and IT Alignment (CDR-ITA) are statistically significant. 
However, the results show that the hypothesised path relationship between 
professional networks and IT alignment (PRN-ITA) with the path coefficient 
of 0.053, is not statistically significant (Cohen, 2013). 

This study began with two broad objectives. The first was to establish the 
influence of different forms of organisational structure on IT alignment. The 
second was to assess the degree of influence of the identified forms of 
organisational structure on IT alignment. Using the PLS-SEM technique, the 
study has shown that the theoretical model and hypotheses formulated based 
on the findings of Paper II and prior studies are partially supported.  
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Public organisations are known to have a centralised formal organisational 
structure with formal protocols and procedures to facilitate communication 
and decision-making arrangements (Borins, 2005; Rosacker & Rosacker, 
2010). It is in an organisation’s best interest to recognise the role of centralised 
organisational structure on IT alignment. As posited in the first hypothesis 
(H1), the model confirms that SM’s centralised organisational structure, 
which was measured by its influence on communications (organisational 
learning) and IT governance (IT prioritisation, IT budgeting and formulation 
of clear administration strategy), had a considerable effect on the level of IT 
alignment. This is consistent with the findings of prior studies, suggesting the 
effect of a centralised organisational structure on IT alignment (for instance, 
Gulati & Puranam, 2009; Jonathan et al., 2020b). One explanation for this 
finding might be that a centralised organisation structure is appropriate when 
managing complex and large IT initiatives which are common in the public 
sector (Borins, 2005).   

 The model also supports the second hypothesis (H2). Consistent with the 
findings of prior studies suggesting the positive influence of interpersonal 
relationships on IT alignment (for instance, Chan, 2002; Simmons et al., 
2009), interpersonal relationships between employees at the case company 
were found to speed up IT reporting procedures, improve the flexibility of 
protocols and foster a social and trusting environment. The literature is also 
clear that the interpersonal relationships between employees at different levels 
of hierarchy are instrumental in improving the various dimensions of IT 
alignment, For instance, IT governance and skills development (Campbell et 
al., 2005; Zolper et al., 2015).     

The results of this study contradict the findings of prior studies (Gosain, 
2004; Swan et al., 2000) about the influence of professional networks on IT 
alignment (H3). The results do not indicate the influence of professional 
networks—measured by their influence on the effectiveness of liaison, IT 
investment decision, and championship and support for IT initiatives—on IT 
alignment.  

The influence of a cross-departmental relationship on IT alignment (H4) 
was found to be the strongest of all path relationships. The construct was 
measured by its influence on knowledge sharing, the partnership relationship 
between IT and the remaining departments, and the flexibility of IT. The 
literature provides a possible explanation for this strong influence of cross-
departmental relationships. First, the relationship between various 
departments indicates that interpersonal relationships were already established 
between employees in the respective departments (Zacarias & Martins, 2011). 
Second, this form of organisational structure is positively associated with 
three of the six IT alignment dimensions—communications, partnering, and 
dynamic IT scoping (Jonathan et al., 2019; Tarafdar & Qrunfleh, 2010).  
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5. Conclusions 

5.1 Contributions 
This study explored the different organisational structure forms in a public 
organisation and how the identified organisational configurations effect IT 
alignment and its maturity. This study departs from prior research, as it 
attempted to look into the various dimensions of IT alignment and how the 
dimensions are affected by the organisational structure in place. The findings 
of this study provide empirical support for the critical role of organisational 
structure in IT alignment. It is also worth noting that the different forms of 
organisational structure are related to one or more activities that have 
implications for achieving and maintaining IT alignment. As acknowledged 
in the literature (for instance, Tarafdar & Qrunfleh, 2010) the leaders of public 
organisations need to familiarise themselves with identifying the different 
forms of organisational structure. Cultivating informal organisational 
structure that can improve IT alignment is recommended. Appropriate 
adjustments are also necessary in the formal organisational structure to 
achieve and sustain IT alignment. 

The main findings of the three studies included in the thesis, listed in Table 
12, make contributions to research and practice.   
 
Table 12. The main contributions of the study corresponding to the papers included 
in the thesis 

Papers Main contributions 
 
Paper I 
 

The study systematically categorised prior IT alignment 
studies focusing on organisational structure, and revealed 
the gaps in the literature. Less explored areas include: (1) 
the interplay between the formal and informal 
organisational structures and how this affects IT alignment, 
(2) the influence of organisational structure IT alignment in 
public organisations, (3) appropriate organisation 
structures that foster an IT aligned position.  
 

Paper II 
 

The study identified the formal and informal organisational 
structure forms in a public organisation. The findings 
established the influence of the identified forms of 
organisational structure on the six IT alignment 
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dimensions. These are: (1) central organisations favourably 
affect communications and IT Governance (2) 
interpersonal relationships influence communications, IT 
governance, and skills development, (3) a professional 
network influences communications, IT governance, and 
partnering, (4) cross-departmental relationships influence 
communications, partnering and dynamic IT scope. 

 
Paper III 
 
  

 
The study resulted in a theoretical model that confirmed the 
influence of the central organisational structure, as well as 
interpersonal relationships, and cross-departmental 
relationships on the six IT alignment dimensions. 
Regarding the strength of the influence, (1) cross-
departmental relationships have the strongest influence on 
IT alignment, (2) a centralised organisational structure has 
the second strongest influence on IT alignment, (3) 
interpersonal relationships have the least strong influence 
on IT alignment, and (4) the influence of professional 
networks on IT alignment could not be established. 

 
The main contributions of each paper are briefly discussed below. 
 
Paper I: The systematic literature review identified areas that did not attract 
the attention of researchers, while confirming the relationship between 
organisational structure and IT alignment. The findings might be the starting 
point for future studies. For instance, organisational structure and its influence 
on IT alignment at different levels within an organisation was found to be an 
important area of research that is not explored sufficiently.  

The findings of the empirical studies have yet to propose an appropriate 
organisational structure that might improve and maintain IT alignment. With 
regard to research methodology, analysis of the reviews revealed that the 
choice of data collection methods with small sample sizes has resulted in 
findings that might not be generalisable. The contextual organisational 
differences and the long list of internal and external factors that affect IT 
alignment makes it difficult to generalise the prior studies. This study 
therefore supports the call for future empirical studies addressing the issues 
that undermine the generalisability of previous studies. For instance, the lack 
of IT alignment studies exploring the role of organisational structure in public 
organisational settings was demonstrated.   

 
Paper II: The case study aimed at addressing the gap in literature by exploring 
the effects of different organisational structure forms on IT alignment in a 
public organisation. The findings resulted in the identification of the formal 
and informal organisational structure in a public organisation. Consistent with 
the literature on public administration, the formal structure of the case 
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company was found to be a centralised organisational structure. Three forms 
of informal organisational structure (interpersonal relationships, cross-
departmental relationships, and professional networks) were also identified.  

Although the representativeness of the case organisation was not 
established, the results of the study provide insights into which forms of 
organisational structure might exist at a public organisation. The study also 
contributes to the body of knowledge by proposing possible influences of 
specific forms of organisational structure and the various IT alignment 
dimensions. For instance, the results suggest that the centralised 
organisational structure has implications for organisational learning, IT 
prioritisation, IT budgeting, and the formulation of administration strategy 
that are shared and understood by the whole organisation.  

The findings also revealed that the three forms of informal organisational 
structure have an effect on IT alignment. For instance, interpersonal 
relationships were found to have implications for the flexibility of protocols, 
speed of IT reporting procedures, and the creation of a social and trusting 
environment. While professional networks influence liaison effectiveness, IT 
investment decisions, and championing for IT projects, the results suggest that 
cross-departmental relationships influence knowledge sharing, IT 
infrastructure flexibility and the partnership relationship between IT and the 
remaining units of the organisation.  

 
Paper III: The second case study was designed to confirm the proposed effect 
of different organisational structure forms and IT alignment dimensions. To 
the best of our knowledge, the hypotheses posited, based on the extant IS and 
organisational studies literature together with the findings of Paper II, is the 
first empirical study to investigate the simultaneous influence of formal and 
informal organisational structure on IT alignment. This study makes several 
theoretical contributions. As organisations make adjustments to their structure 
in response to the dynamic environment, recognising how this change affects 
IT alignment is a timely issue. According to Zenger et al. (2000), leaders who 
are informed about the different forms of organisational structures are in a 
position to make an appropriate appraisal to explore whether informal 
organisational structures support or undermine the formal structure. The 
results of this study suggest that, in a public organisation with a central 
organisational structure, such informal organisational structures as cross-
departmental relationships and interpersonal relationships have a favourable 
influence on IT alignment.  

This study contributes to research and practice, as it assigns the relative 
importance of the different forms of organisational structure according to the 
relative strength of their influence on IT alignment. For instance, hypotheses 
testing suggests that cross-departmental relationships have the strongest 
influence on IT alignment, and particularly on the three dimensions—
communications, partnering, and dynamic IT scope. The findings are 
consistent with the findings of prior studies (Hill & Lynn, 2003; Tarafdar & 
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Qrunfleh, 2010; Zacarias & Martins, 2011) recognising the role of a cross-
departmental relationship.  

5.2 Limitations and Future Research  
Readers are advised to take the following limitations into consideration while 
interpreting the findings of the studies included in the thesis.  

Starting with the literature review (Paper I), the selection of the articles was 
restricted only to peer-reviewed articles published in journals and conference 
proceedings within the information systems domain. Since IT alignment is a 
phenomenon transcending different disciplines, expanding the search to 
include cognate domains related to information systems might have provided 
more articles and added insight. Publications in practitioner outlets might have 
shed some light on the issue of IT alignment from the practitioners’ 
perspective. Researchers agree that prior IT alignment studies focused on 
conceptual debates that could be supplemented with studies addressing 
practical IT alignment issues that are of interest for leaders in today’s 
organisations.  

Another limitation of the literature review relates to the methodology used 
to search for relevant articles. Due to the differences in conceptualisations of 
the phenomenon, different terminologies are used in the literature to describe 
IT alignment. The keywords used in this study might not have helped to 
capture all relevant articles that might have improved the findings of the study. 
Future studies might apply different methods (for instance, content analysis) 
to identify relevant articles by searching databases indexing outlets in cognate 
research domains, to improve our understanding of the role of organisational 
structures in IT alignment. 

Despite the strength of case studies in providing in-depth analysis and 
insight into a phenomenon, the limitations of the two case studies (Paper II, 
Paper III) are related to the shortcomings of single case studies—limited 
generalisability. It is the authors’ conviction. However, that each case study is 
also an opportunity to reveal insights that might not be observed in other 
settings. As such the findings of these studies might be a starting point for 
future studies.  

The data collection method used for the case studies might have some 
shortcomings. For instance, previous studies indicated that informal 
organisational structures might be difficult to identify when a researcher relies 
on the perceptions and opinions of respondents. Since people might not be 
aware of the informal organisational structures at work, observations, in 
addition to surveys and interviews, might have revealed different results. 
Future case studies might investigate the influence of various forms of 
informal organisational structure, applying different data collection methods 
(e.g., observation). To address the issue of generalisability, future studies 
might be carried out in other municipalities in Sweden. 
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The literature indicates that researchers and practitioners are subscribing to 
the view that IT alignment is a dynamic process rather than an outcome at a 
certain point. Organisations thus need to plan activities which could help them 
achieve and maintain IT alignment. The findings of the two case studies offer 
only a snapshot of IT alignment in the case company. There is consensus 
among researchers regarding the long time it takes for an informal 
organisational structure to form. A longitudinal study could reveal how the 
different forms of organisational structure change over time and how these 
changes may in turn affect IT alignment. Lastly, various combinations of 
formal and informal organisational structure types in different sectors and 
across industries might reveal insights that might be transferable.   
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Appendix I: Interview Guide (Case Study 1) 

 
Interview Questions Motivation  
How long have you worked in your current capacity? General 

information What is your academic and professional background? 
What does your job entail? 
Can you describe how the municipality is organised? Formal 

organisation 
structure 

How is IT organised, as a separate unit with own 
hierarchy or integrated? 
How many employees do you have (IT, 
administration staff)? 
How are the two strategic plans communicated to the 
IT and administrative staff? 

IT alignment 
(communications, 
dynamic IT 
scope), 
Informal 
organisational 
structure 

How formal are the communications between IT and 
other units? 
How informed are you (as an employee in the IT 
unit) about the overall goal of your organisation? 
What about the administration staff’s awareness of 
IT and its role in the municipality? 
How informed are you (as an employee in the 
administration unit) about IT and its role? What 
about IT staff awareness of the overall organisational 
goals? 
How flexible are the working arrangements, trainings 
and knowledge sharing? 

Informal 
organisational 
structure 

In your opinion, how important is IT for your 
organisation?  

IT alignment 
(Partnering, 
dynamic IT scope) How do you characterise your organisation’s view on 

IT?  
How do the administrative leaders see IT and the role 
it plays on organisational performance? 
Have the views that employees and 
administrative/business leaders have of IT changed 
over time? If so, how? 
How is the contribution of IT measured? IT alignment 

(value analytics) Do you have service level agreements? 
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In your opinion, how conversant are the 
administrative/business leaders with IT? For 
instance, how IT works, how much IT costs, 
challenges, opportunities IT brings.  

IT alignment 
(communications, 
dynamic IT scope) 

Do you have training for IT personnel on 
administration and vice versa? 

IT alignment 
(skills 
development) 

Who is involved in formulating the administrative 
plans? How involved are you? 

IT alignment 
(communications, 
IT governance, 
partnering, 
dynamic IT scope) 

Do you have a separate IT strategic plan at your 
organisation? If so, who is involved in formulating 
the IT strategic plan? How involved are the 
administrative leaders? 
Are the two strategic plans formulated together? If 
not, which comes first? 
Who has the responsibility to make sure the IT 
strategic plan is correctly implemented? 
What happens if one of the strategic plans changes? 
Do you change both? 
How long are the strategic plans for? Five years, or 
more or less? 
How smooth is the relationship between IT and 
administration staff? 

IT alignment 
(partnering) 
Informal 
organisational 
structure 

Do you think IT and administration are aligned at 
your organisations? Can you think of factors that 
might have contributed to that?  

IT alignment  

Is there anything you want to add? Additional 
information  
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Appendix II: Survey Instrument (Case Study 
2) 

 
Dependent/ 
independent Variables 

Questions* 

IT Alignment ITA 1 There is a shared understanding between IT 
and other departments  

ITA 2 We have metrics that can help us account the 
contribution of IT in the municipality 

ITA 3 We have an effective IT decision making 
arrangement 

ITA 4 IT is viewed as a partner rather than a 
service provider by other departments 

ITA 5 IT is flexible and is capable of meeting the 
current and future IT needs of other 
departments 

ITA 6 The skills development arrangement for 
employees in the municipality is well 
developed.  

Centralised 
Organisational 
Structure 

COS 1 The COS has made organisational learning 
possible with consideration of the entire 
municipality. 

COS 2 The COS made it possible to have fair IT 
prioritisation across departments in the 
municipality. 

COS 3 The COS is necessary to include a well-
established administration strategy in the 
municipality. 

COS 4 The COS is necessary to have effective IT 
budgeting. 

Interpersonal 
Relationships 

IPR 1 IPR helps to make protocols flexible and 
their interpretations favourable. 

IPR 2 IPR speeds up IT reporting procedures. 
IPR 3 IPR helps the municipality as it fosters a 

social and trusting environment. 
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Professional 
Networks 

PRN 1 PRN helps to liaise between IT and other 
departments through their networks. 

PRN 2 PRN is instrumental in informed IT 
investment decisions. 

PRN 3 PRN helps to champion and support IT 
initiatives through their networks. 

Cross 
Departmental 
Relationships 

CDR 1 CDR helps to improve knowledge sharing 
between the IT and other departments. 

CDR 2 CDR makes it possible for other 
departments to view IT as a partner, not a 
service provider. 

CDR 3 CDR is necessary to make IT flexible and 
meet the current and future IT needs of other 
departments in the municipality. 

 
* Respondents were asked to give scores (7 - strongly agree, 6 - agree, 5 - 
somewhat agree, 4 - neutral, 3 - somewhat disagree, 2 - disagree, 1 - strongly 
disagree). 
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Appendix III: Informed Consent Form (Case 
Study 1) 
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Appendix IV: Google Forms (Online Survey, 
Case Study 2) 
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