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Abstract: Information Systems (IS) are becoming increasingly important for business and industry to improve their competitiveness in an
ever dynamic market. This paper analyzes the strategic management approaches and the strategic significance of Information systems in
information driven business economies. The various strategic 1S concepts are identified and the importance of aligning IS and Information
Technology (IT) goals and business goals is highlighted. Considering the growing interest and the vital role of Information Systems in
improving the competitive position of firms, this paper reviews both academic and practitioner research in this area to provide insights in
aligning IS and corporate objectives. It concludes that based on the strategic importance of IS, there is need to develop a framework that
leverages IS/IT strategies with business objectives.

Index Terms: Strategy; corporate objectives; integration; Alignment; business

I.  INTRODUCTION

For virtually every business operation today, information systems (IS) are an essential and indispensable component [1]. The
complexities of IT and the fact that it permeates almost every level of the business leaves the organizations more vulnerable than ever
to the inherent risks of remote access and the vast amounts of information processed and held by the 1S. With this, events that impact IT,
which previously could be contained within the IT department, can now easily affect the entire business. The risk of data loss,
corruption of data and information and the fact that the scope of the business now extends beyond the physical demarcation of firms
and organizations leaves these organizations more vulnerable to fraud and economic sabotage than ever before. These risks, if not well
managed could prevent an organization from achieving its corporate goals and objectives.

An Information System is a reflection of the organization. The data it holds and processes reflects the physical activities taking
place in the organization and the information that Information Systems produce is meant to support the core functions of the
organization. Because of this, it is important that when developing Information Systems in an organization, the goals of the IS and the
corporate goals\objectives are aligned [2]. This ensures that the business information systems (BIS) developed within the organization
are able to support the business in achieving its long term goals. It ensures that the Information Communication Technology (ICT)
adopted by the organization serves well its core business / organizational objectives.

The goal of developing a strategy is to develop a sustainable competitive advantage [3]. [4] argues that despite efforts to align
business strategy with IS strategy, alignment has proved difficult to achieve and the existence of integrated IS plans do not always
ensure alignment. This means that there is need to find out link between what systems the organization adopts and how they relate to its
long term goals. Competitive advantage is defined by [5] as a business concept that identifies and describes attributes that would enable
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a firm outperform its competitors. There are generally two forms of competition, Operating effectiveness (production) or Competitive
position (marketing). Competitive advantage can be achieved by various ways including niche markets; product differentiation;
adopting alternative distribution channels; alternative manufacturing processes; employing selective pricing and employing
fundamentally different cost structures [6].

In developing and implementing IT and its related Information systems therefore, it becomes essential to consider and integrate the
corporate goals and IS goals. This enables proper usage of IS without compromising the competitive position of the firm. Apart from
the risks that come with the use of IS to a business, alignment of IS goals and corporate goals enables an organization to effectively use
IS to achieve its corporate goals. There is an obvious IT capability gap in terms of responding in a timely manner with the correct new
or modified IT service in support of changes in business requirements; therefore, the business is at risk of failing to achieve its strategic
goals [2].

Il. REVIEW OF RELATED LITERATURE
Corporate strategy versus IS strategy

A corporate strategy is the starting point for corporate behaviour. It expresses an organization’s ambitions, sets out its chosen
direction and describes the principal initiatives and projects necessary to achieve its mission. Business schools, management gurus and
strategy boutiques regularly develop new approaches and methodologies for strategy formulation and all acknowledge its
overwhelming importance in setting the tone for the organization and its prospects for success [2]. Despite the recognition of this
significance, aligning an organization to its strategy remains one of the most elusive and unsatisfactory areas of management endeavour.

IS strategy must be considered at the highest levels of corporate strategies just like any other strategies such as corporate strategy,
competitive strategy and functional level strategy [7]. Scholars of management research have given remarkable amount of attention to
IS strategies and competitive advantage, however, the strategic aspects of aligning IS and corporate objectives have hardly been
analyzed by the IS community [8]. This assertion is supported in another research by [9] who argues that the potential of innovative
information systems to support the achievement of corporate targets can only unfold if the IS strategy is aligned with the corporate
strategy of the firm. However, this topic has hardly been investigated by the IS research community and the lack of a conceptual
framework that leverages IS implementation and a firms competitiveness [10]. More efforts need to be directed towards aligning
Business and IS strategies in order for organizations to achieve the twin goals. To achieve corporate objectives, corporations need to
integrate IS as part of their corporate strategy. To achieve a competitive advantage, business and industry need to incorporate IT in their
core business function. However, as much as their arguments are right, the researchers stress that over focusing on large corporations
while ignoring the contribution that IT can bring in small and medium businesses negates the economic gains that could otherwise have
been achieved in an economy [11].

Prior research has identified different streams of IS research which are related to IS strategy, such as research on Strategic
Information Systems Planning, IS alignment, and 1S-based creation of competitive advantage. However, business executives are
struggling to identify sustainability based sources of competitive advantage and to integrate environmental aspects into their corporate
strategy. This means that for an organization to gain a competitive edge over its competitors, a clear analysis of all its business activities
and processes and the development of an inherent strategy on the application and role of IS/IT is essential. In the field of computing and
information systems, this entails an examination of not just the information systems in use but also an examination of the business
processes and activities in order to identify areas in which IS/IT can be used as a reengineering tool to improve the performance of the
business as well as enhance business savings through reduction of operational costs. These savings can then be transferred to customers
through low cost products which is a vital competitive strategy.

Information Systems Planning

Information Technology Planning is a discipline within the Information Technology domain that is concerned with making the
planning process for information technology investments and decision-making a quicker, more flexible, and more thoroughly aligned
process. According to Architecture & Governance Magazine [12], (Strategic) IT planning has become an overarching discipline within
the Strategic Planning domain in which enterprise architecture is now one of several capabilities. The article notes that IS planning
involves four major issues; Aligning the IS strategy; Designing IT architecture; Allocation of IS resources; Completion on time and
within budget. Several approaches have been used to integrate business strategy and information systems (IT) strategy. Most of these
approaches are planning oriented [4] and assume structured environments under full control [2]. These approaches contrast with the real
environment organizations face where uncertainty, flexibility and changeability prevail. Even if some organizations do not have a
formal planning process, they still need to be able to develop their business direction [7]. This direction should be clear enough to allow
organizations to focus on those IS projects that add business value.

[6] Proposes the following strategic process;

Industry and , Strategy » Implementation

competitive analysis formulation plan — Strategy

reassessment
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This five stage process identifies the four key stages that every strategy formulation process should go through from
conceptualization to implementation and reassessment. the industry and competitive analysis phase ensures that the organization is able
to analyze the environment in which it operates and provide options for growth based on the projections and analysis of current
environment, practitioner views, government reports and analysts reports. This is essential because a strategy is a roadmap for success
that tries to determine how you compete in the market and focuses the efforts of the entire company in one direction. The role of
strategy reassessment is to ensure that the overall strategy is achievable and to revise sections that the organization deems inadequate.
This is also essential as technology grows obsolete fast hence there is a need to ensure that the organization relooks its strategy in
relation to the new technologies in the market.

Planning for IT investments is critical to the delivery of quality IT services in the organization and the provision of quality
information that is critical for accurate decision taking within the organization [13]. Considering that Information Systems are a critical
tool for intelligence gathering, then proper planning on Information Systems investments is essential not just for success of IS
investments but also for the success of the entire organization in general. IS can also be used as a planning tool, through proper use of
IS for intelligence gathering; Business Intelligence (BI); Competitive Intelligence (Cl); Market Intelligence and many others, then the
success of any digital firm is hinged more on proper employment of IS to enhance the market position of the firm. In this case, the role
of data mining and artificial intelligence can be exploited to illuminate the dark data in the organization hence ensuring maximum
benefits of the firm from the data it holds.

Importance of a strategy

The major purpose of a strategy is alignment [2]. Strategy gets the people in an organization together, to make good choices
reinforcing each other’s choices because everybody is pursuing the same goals with an aim of achieving a competitive advantage.
Strategy ensures that decisions all along the chain of command from senior management to operational level managers (supervisors)
and to the rest of the team are geared to delivering strategic objectives [7]. [14]Proposes three generic strategies which if well
implemented can allow a firm not just remain in competition but also gain a competitive advantage. These strategies include focus on a
particular niche, cost leadership and differentiation. Focus on a particular niche/market strategy is built around serving a particular
target market very well. This may include focusing on a particular buyer group, segment of the product line, or geographic market [15].
The idea behind this is that a firm is able to serve its narrow strategic target more effectively or efficiently than competitors who are
competing more broadly. Through the effective implementation of this strategy, a firm can achieve differentiation by better meeting the
market needs or lower costs through specialization or both [6].

Differentiation is about creating your products to be unique. However, there are always two approaches to differentiation; for
market leaders, their drive is to retain their dominant position in the market hence their aim is to try as much as possible and
differentiate their products from those of their competitors [6]. This enables their customers to differentiate their products from those of
their competitors as easily as possible. For businesses that trail the competition in the market, their application of differentiation is
meant to make their products’ as similar as possible to those of the dominant companies. The main idea is to ensure that customers
don’t differentiate the products in the market hence gaining from this [3].

The cost leadership strategy ensures that the business offers the lowest prices in the market. Through this, the company is able to
control the market and gain a competitive edge over others. However, differentiation can provide insulation against competitors
because of brand loyalty by customers and a resulting lower sensitivity to price. Cost leadership can be achieved through cost control
within the organization.

Of importance in this is to identify how IT can be applied to achieve each of these strategies. For example, IT can be used to
identify and eliminate areas of waste by providing alternatives. The use of E-commerce for example opens new channels for sale by the
identification of new market segments; it also eliminates the middlemen who are a critical component that adds costs through value
chain [2]. These products thus can be delivered to customers at a lower cost. Use of Information Systems also encourages customer pull
as opposed to manufacturer push supply chain management which reduces the inventories. Thus, aligning IS strategy and corporate
objectives is important because it identifies and defines these key areas and defines a path of how the business can be able gain a
competitive advantage [13]. The main objective of strategic management therefore is to identify how competitive advantage can be
created and sustained. Strategies determine the firm’s market position and identify necessary key resources being required to assure
long-term competitiveness [10].

Defining IS strategy

It is important that we bring out the difference between IT and IS for the purpose of this paper. Information Technology transmits
processes or stores information whereas an Information System (IS) is an integrated and cooperating set of software using information
technologies to support an individual, group or societal goals. According to the business dictionary, an Information System is “a
combination of hardware, software, infrastructure and trained personnel organized to facilitate planning, control, coordination and
decision making in an organization: Information Technology is defined by Oxford dictionary as “the use of electronic equipments
especially computers for storing and analyzing information [16]. This means that the focus of IT is on the technology whereas the focus
of Information systems is on the information processed and availed by the technology.
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An IS strategy is defined by [5], as strategy as a plan to adopt information systems according to organizational demands in order for
the information and systems to support the overall business strategy/objectives. This is supported by another argument by [17] an IS
strategy ties together the organization’s goals, information needed to support those goals and the implementation of computer systems
to provide information to meet the organization’s demand to support those goals.

According to [11], IT for long has been considered an implementation tool thus not intrinsically involved in defining the strategy.
More and more, new business opportunities and markets are being created by the growth of IT. The growth of Information
communication technology (ICT) has stamped its role in organization to a critical component in decision making. According to [11],
Information Technology has become a key component of every business and industry and most have great expectations on IT for the
future of their business

Role of IS/IT in defining corporate objectives

Any business-1T/IS alignment model or strategy must ultimately pursue the goal of continually optimizing returns to the business
from IT investments. These investments include investments in projects, capital, service, support, maintenance, and any other IT effort
or expenditure [18]. The key success factor for aligning IT spending and an effort with business needs is mutual leadership and
accountability. Regardless of its role, every IT activity, project, or service must play a part in creating business value. Also, an IT
agenda must work towards achieving business-related and not IT-related metrics in order to improve alignment. Furthermore,
organizations should be aware of their IT resources, which is something that most businesses often neglect to do. This is important
because their organization’s competitiveness depends a lot on the quality of their technology resources and whether these resources are
efficient enough to meet changing market needs.

Improved access to information, made easier by the continuous development of technologies and networks, will be a key feature of
future society. Its application to support decision-making by organizations, enterprises or individuals, will facilitate better and,
eventually, more innovative approaches and answers to the opportunities and risks in a rapidly changing world [13]. In today’s
challenging business environment, it is vital for organization to access useful information and knowledge [19]. Information Systems are
an umbrella concept for tools, techniques and solutions that helps managers to understand their business situation and take measures
that enhance their competitive position in the industry. The utmost importance of every information system within an organization is
provision of information to support the decision making process within the organization. The quality of this information is greatly
influenced by the quality of an organizations IS/IT systems and how well aligned these systems are to the objectives of the organization.
I1S/1t alignment with business objectives thus helps organizations effectively use their Information Systems gain value through proper
and more accurate and timely intelligence that would more directly dictate what direction the business takes. In view of this therefore,
the information strategy of an enterprise which is defined within the larger 1S strategy will provide the essential characteristics for the
information generated from the organization’s systems [20].

Incorporating an ‘Information Economy” Strategy within an Enterprise

The growth of the internet and communication networks has introduced a new approach in which the visibility of an organization is
extended beyond the confines of the physical organization, location or state into digital firms or digital economies with a global
presence. This new economy has been boosted by the development of infrastructure that supports the internet, ICT and digital
technology [21]. The business community has been fundamentally changed since the advent of the internet. Small and medium
enterprises which operated at a local level now have an international presence; Multinational companies which operated unquestionably
in almost every corner of the world because of their strong financial muscle now face stiff competition from firms in emerging
economies; internet has made it virtually easy to market and sell products at comparatively lower prices. What this means is that the last
decade has seen an unprecedented growth of the internet and businesses thus have experienced a complete alteration of the market so
that almost every firm has unlimited space to compete in the market. Consumers now have a wide array of products to choose from [6].
With these occurrences, the possibility for firms to continuously survive in this dynamic business environment can be pegged on its
ability to innovate and retain its existing customers. This can only be possible if these organizations are able to effectively gain insight
into their operations and analyze their operational data to accurately gather market intelligence and customer intelligence and trends to
understand their purchase patterns. This will enable the business to design the right products for the customer and deliver them when
they are needed most.

An organization’s information economy ensures that the firm focuses on using information as a key driver for gaining a competitive
advantage. It ensures that the right technologies, personnel and procedures are assembled and effectively applied to analyze every
aspect of the vast amounts of data the firm collects and mining it to provide the relevant knowledge for influencing the direction the
firm takes. Knowledge is defined by [16] as the awareness or familiarity gained by experience of a fact or a situation. In the business/IS
case, we define knowledge as the awareness or understanding of the relationships among the pieces of data. This awareness is essential
as it gives an organization insight into its business activities and makes the data more meaningful for effective decision taking.

Knowledge extraction

In business, knowledge refers to the awareness or understanding of the relationships among the pieces of information/data. To
process data into information, we need knowledge. Knowledge enables an organization to extract different meanings from the data that
it holds. Knowledge also enables the organization to make business decisions based on the different perspectives in which they
critically view the information or data they hold. All businesses have an extensive pool of knowledge whether from understanding of
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customer needs, its products and services or staff experience. The way a firm gathers shares and exploits this knowledge is central to an
organization’s ability to develop successfully (inforentrepreneurs.org).

Much of dark data in organizations is simply unstructured data [2], thus an organization needs an inherent information strategy that
will enable it to extract all the aspects of the organization that are relevant in enhancing its competitive position in the market [12]. Thus
knowledge extraction is essential. Knowledge extraction refers to the creation of knowledge from unstructured and structured sources
[19].

I11. CONCLUSION

IT/IS strategy and business alignment concepts is one of the most critical strategies for firms to gain a competitive advantage. An
Organization strategy defines the direction the business plans to take, IS strategy ties together the organizations goals, defines the
structure of the information essential to achieve these goals and galvanizes the system to support these business goals. Thus, no
organization can effectively use its IT/IS unless it creates a link between the objectives of the business and the goals of its IS/IT.
Linking an IS/IT goals and the business objectives enables the organization to invest in the right IT infrastructure and to design and
develop the right systems in line with its objectives. Considering the strategic importance of IS/IT, there is need for the research
community to develop a conceptual framework that leverages an organization’s IT/IS strategies and business objectives.
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