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“The SAP team went from skeptical to euphoric upon learning that the storage team could provide almost 
instantaneous copies of the production database without impacting production performance… In one short meeting, 
adversaries became allies, gaining a new level of respect and appreciation for each other that has changed the 
entire dynamic of our IT department.”  - VP Infrastructure, Fortune 500 Pharmaceutical Co.1   

Introduction 

The quote above points to the potential for dramatic improvement that can be realized when infrastructure and 
application teams understand their respective requirements and contributions. Tight alignment between business 
applications and the IT infrastructure supporting them increases operational efficiency and agility; however, this 
alignment can be accomplished only when application and infrastructure requirements are well-understood by all 
parties involved in the process. Unfortunately, despite the ongoing efforts of IT organizations to generate increased 
value to the organization, this somewhat obvious opportunity is realized only infrequently.   

This paper explains the problem that some have called the “IT-Business Alignment Chasm” and demonstrates the 
opportunity to bridge that chasm to drive better business results.  

Room for Improvement 

ESG asked senior IT executives in 602 organizations about business executives’ level of satisfaction with the extent 
to which IT priorities, budgets, and service levels align with business priorities. 2 For the purposes of the survey, ESG 
defined “highly satisfied” as being “aligned with business priorities almost all the time” and “somewhat satisfied” 
indicated “IT is generally well aligned with business priorities the majority of the time, but there is room for 
improvement.”  The fact that only a minority of enterprises (13%) and medium sized organizations (8%) report their 
senior business managers are “dissatisfied” with IT/business alignment suggests that IT efforts to keep pace with 
the business have been reasonably successful (see Figure 1).   

Figure 1. Senior Business Executive Satisfaction with the Extent to Which IT Priorities, Budgets, and Service Levels 
Align with Business Priorities 

 

Source: Enterprise Strategy Group, 2009. 

                                                      
1
 Source: ESG Report, Improve Internal Alignment to Optimize IT Value, August 2009. 

2
 Source: ESG Research Report, 2008 Service & Infrastructure Management Survey, March 2008. 
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However, less than a quarter of enterprise (17%) and medium-sized organizations (21%) indicated that business 
executives were “highly satisfied” with the extent to which IT priorities, budgets, and service levels are aligned with 
business requirements. Given that IT’s mission is to support the business, this suggests the need for improvement.  

Focusing on the opportunity for 
improvement, ESG looked for commonalities 
between the groups and for catalysts which 
can move more companies to a position of 
tight alignment between IT and business 
objectives. We discovered that there is much 
common ground and that technology can 
help bridge the chasm.  

The Growing Chasm   

IT typically is chartered with: 

 Supporting business transformation by enabling new processes and new product delivery 

 Providing high quality operational support at levels (e.g., SLAs) consistent with business needs 

 Delivering IT services in a cost efficient manner 

These objectives usually lead to the creation of expert teams dedicated to various aspects of the business. On the 
one hand, the application teams focus on building out systems to optimize performance of a single application. On 
the other hand, the infrastructure teams focus on projecting capacity, maintaining high availability, and securing 
access. Unfortunately, over time, the teams work to optimize their individual objectives and fail to deliver upon the 
overarching IT objectives. The result is that, instead of being a tightly integrated IT team focused on delivering 
continuously improved levels of service to the business, each team becomes inwardly focused—at times viewing 
their objectives as at odds with those of the other teams.   

When changes of any sort cause stress in the organization, the chasm between groups tends to widen. Since the 
infrastructure services teams must build out the infrastructure while cutting overall costs, they emphasize shared 
assets and shared services, each viewed with apprehension by the application teams. When the application teams 
request new functionality or higher SLAs, the infrastructure team becomes frustrated: the two are competing for 
limited resources. In the past, this has led to isolated, domain-specific decision-making and feelings of “zero-sum 
politics.” There is hope, however, for a “win-win” relationship.  

While on the surface, the teams seem to be at odds, they are simply two sides of the same coin. Each is invested in 
increasing the value IT brings to the business. Each is interested in freeing resources for higher value IT services. 
Each is interested in leveraging new technologies to achieve their objectives.  

The opportunity to bridge the chasm comes by moving both groups to the next step in achieving their objectives, a 
step which is taken as IT continues its transformational journey. This includes adopting technologies, such as 
virtualization, that improve infrastructure efficiency and accelerate time to deployment of new applications. 
Virtualization can be a common technology on which solutions can be built to address the needs of both sides and 
help bridge the chasm between them.  

 Virtualization can accelerate time to application deployment by reducing application test cycle times.  

 Applications can be provisioned more quickly and at lower costs, increasing agility and efficiency. 

 Pools of virtual machines can provide on-demand access to applications as business needs shift. 

 Virtual resources can bear some of the workload burden during peak hours to provide more consistent 
application performance.  

 Virtualization can reduce CAPEX and free investments for higher value initiatives.  

“We spend so much of our time and budget simply trying to keep 
up with current realities, we aren’t in position to really be as 
strategic and forward acting as we would like.  It’s hard to focus on 
next year’s value when all we do is try to keep the lights on one 
more day. The business is always focused on the next big thing, but 
we are forced to focus on the last big one.”  

- Director of IT Operations, Major Retail 
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Yet new technology adoptions often are viewed as risky for both the application and infrastructure teams. 
Questions of workload performance and SLAs loom large, interoperability issues often impede deployment, and 
platform testing can drag on as interdependencies are discovered and resolved.  In fact, ESG research found that 
among current server virtualization users, (86% of whom leverage networked storage), the number one concern is 
performance (see Figure 2).  

Figure 2. Networked Storage Concerns in Virtualized Server Environments 

 
Source: Enterprise Strategy Group, 2009. 
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The net result is that, despite the fact that virtualization holds promise of reducing overall costs, organizations are 
moving slowly—especially in the area of the more mission-critical applications. ESG believes that this risk-averse 
posture can be ultimately detrimental in the long run. The IT chasm must be bridged and IT organizations should 
look for help in finding those bridges—both internally and externally.  Vendors that can help IT reduce risk and 
accelerate the move to more dynamic environments will be valued in the process. 

The Solution: Proving it Works 

For a long time now, the industry has accepted the fact that packaged solutions often can meet business objectives 
more efficiently than solutions developed in-house. Rather than integrating and testing components internally, IT 
has looked to vendors to do the work for them. Microsoft Office is a stellar example of such a package: It addresses 
common office-user functions with individual components (e.g. calendar, mail). Because Microsoft integrates 
components and resolves interoperability issues, each IT shop does not have to do it alone. And, perhaps more 
importantly, IT can expect support from one vendor—no finger-pointing—if there are problems between functional 
components.  

When it comes to mission-critical applications and new technology platforms, IT is understandably cautious.  Users 
are looking for assurances that the application will not only work on the platform, but also that there are tools 
available for managing the application in a production environment. IT needs more than a new platform for a 
database; IT needs a backup solution, a security solution, and a business continuity solution for the database.  

To address the IT mission today—when applications are more complex, service oriented architectures are 
pervasive, and new virtualization platforms are possible—a new sort of packaging is needed. This new packaging 
comes in the form of tested, or proven, solutions comprised of infrastructure and application stacks which are well-
understood. The vendors whose products are part of the virtual environment must understand the integration 
points and must support the customer. There can be no finger-pointing.  

Solution testing is not a new idea. Vendors have been doing it for years to make certain their products worked with 
major applications. But before virtualizing an environment, customers need to know that the solution, comprised of 
products from several vendors, has been tested and that at least one of those vendors will stand up and walk them 
through the process. Customers need to know that they are not going it alone.  

EMC Proven Solutions are a good example. EMC builds out configurations to test application stacks, which include 
major mission critical applications and the management software the infrastructure team needs to do its job. They 
test interoperability points and work with application vendors to solve problems.  As a result, IT can be confident 
that the entire solution will work and that, should a problem occur down the road, there will be no finger-pointing.  

“Test cycles were starting to kill us last year and it was only getting worse.  It became clear that until we got all the 
parties to understand how each of their pieces affected the others, we were going to keep spinning our wheels.  
EMC stepped up and was able to bring control to the chaos – from Oracle on down the stack.  We ended up cutting 
our test cycle time in half and were able to double our data warehouse loads – something we weren’t even looking 
at… I can absolutely confirm that it wouldn’t have happened without someone with expertise up and down the 
line…”  

- VP (Applications), Telecommunications Co. 
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The Bigger Truth 

IT has been doing a lot of things right and is delivering increasing value to the business. But it can’t stop now. The 
business requires ever increasing agility and needs to leverage technology to better serve its customers. The two 
sides must be joined to fund new investments by driving further efficiencies. 

Virtualization is ushering in a sea-change in IT asset strategy, promising significant reduction in CAPEX and OPEX. No 
company can afford to ignore it. Rather, IT has to address the risk factors head-on and push vendors to deliver the 
complete solutions they need to deliver on the promise.  

As any organization knows, time to deployment is time to money. An organization lacking agility can put the 
business at significant risk and, possibly, at a competitive disadvantage.  
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