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How to Connect IT Strategy with Business Outcomes 
Before Transformation Goes Off Track

EXECUTIVE OVERVIEW: Why This Alignment Gap 
Can Derail Your Transformation
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Powering transformation from Uncertainty → Clarity → Action

One of the biggest reasons digital 
transformation fails? The business is moving 
in one direction, and IT is building in another. 
Even well-funded initiatives lose momentum 
when there's no shared understanding of 
where you're going, why it matters, and how 
success will be measured. Transformation 
can't live in IT alone. It needs to be 
co-owned, co-created, and co-delivered by 
both business and technology leaders.

When IT is seen only as a service function or 
cost center, it becomes difficult to connect 
system upgrades to customer impact, 
innovation, or growth. On the flip side, when 
business units drive priorities without IT 
input, solutions often become fragmented, 
delayed, or impossible to scale. 

This cheat sheet offers a simple 
framework and set of principles to help 
executive teams build stronger alignment 
between IT and business priorities, so 
transformation can actually deliver the 
outcomes you intended.

Lexico Insight: 
True alignment starts with shared 
ownership. When IT is involved in 

shaping strategy, not just executing it, 
transformation efforts move faster and 

deliver stronger outcomes.
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It’s easy for transformation to lose momentum when IT and business teams operate 
from separate playbooks. The following five practical moves help tie technology 
decisions to strategic intent, so every investment made and feature built actually moves 
the business forward.

5 Moves to Keep Strategy and Delivery 
on the Same Page

1.
Define the Endgame 
Together

IT and business leaders must agree on the transformation goals 
upfront. This means clarifying what success looks like across 
revenue, customer experience, operations, and culture. Ask: "If we 
achieve this transformation, how will the business be better off?" 
Build alignment before budgets or roadmaps are finalized.

2.
Focus on 
Capabilities, Not Just 
Projects

Before assigning projects or purchasing platforms, define the 
capabilities the business needs to win. These might include 
personalized customer experiences, data-driven decision-making, or 
faster product launches. Let these drive your roadmap, not internal 
wish lists.

3.
Build a Shared 
Roadmap

Stop separating business strategy from the IT delivery plan. Use 
tools like business capability maps and joint prioritization models to 
create a shared view of what's being built, why it matters, and when 
value will be realized.

4.
Govern with 
Cross-Functional 
Accountability

Establish decision-making structures that include both IT and 
business leads. Make sure that all parties weigh in on trade-offs, 
resource allocation, and risk mitigation. Everyone should be 
accountable for outcomes, not just deliverables.

5.
Measure Value, Not 
Activity

Move beyond tracking project milestones or IT performance 
metrics. Focus instead on KPIs tied to business impact, such as 
increased revenue per user, customer retention, or reduced time 
to insight.

Lexico Insight:
When IT and business leaders co-own both the vision and the value realization, 
transformation shifts from a set of deliverables to a platform for competitive advantage.
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Misalignment between IT and business priorities can 
slow down transformation efforts, waste resources, 
and create frustration across the organization. 

Below are some early signals that often appear long 
before major issues surface.

Common Signs of IT and Business Misalignment

Strategic goals are unclear, constantly shifting, or interpreted inconsistently across teams

IT is delivering outputs on time, but the business is not seeing measurable outcomes

Business units are investing in their own tools without IT involvement or oversight

Success metrics vary across departments with no shared definition of value

Roadmaps for business, product, and technology are not connected or coordinated

Teams cannot clearly articulate how their work supports overall transformation goals

Different departments operate with fragmented systems and limited data visibility

Change requests are reactive and disconnected from long-term business strategy

If you want to know whether your technology efforts are driving real business impact, 
stop measuring activity and start measuring outcomes. The metrics below can give 
executive teams a clearer view of whether IT and business priorities are moving in sync.

KPIs That Reveal True IT-Business Alignment

Focus Area KPI Example Why It Matters

Value Realization
Percent of IT initiatives tied to business 
OKRs

Keeps teams aligned on strategic goals from      the 
outset

Time to Impact
Days from deployment to measurable 
business outcome

Reveals how quickly a solution starts delivering 
value

User Engagement Adoption rates of new platforms or tools Shows whether teams are using what is being built

Customer Experience
CSAT or NPS linked to digital 
touchpoints

Reflects how tech investments are felt by end 
users

Strategic Contribution
Revenue uplift or cost savings attributed 
to IT

Ties investment decisions to real business results

Reviewing these metrics together helps eliminate silos and keeps business and 
technology leaders focused on a shared definition of success.

Spotting these symptoms early 
helps leaders take corrective 
action before transformation 
progress stalls.
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Want help connecting your IT strategy to 
real business outcomes?

Enterprise transformation lives or dies by how well business and IT stay connected. The most 
effective leaders do not wait for misalignment to surface. They build routines and relationships 
that keep priorities clear and teams co-anchored to the outcomes that matter.

FINAL THOUGHT: Don’t Let Alignment Drift 
Derail the Bigger Picture

● Assigning shared business and IT ownership on every major 
initiative

● Hosting regular alignment check-ins that actually surface risk
● Using capability maps to connect transformation goals with 

execution plans
● Requiring business outcome KPIs for all tech investments
● Making alignment health a standing item in executive reviews

We have seen successful leaders build 
stronger alignment by:

Lexico Insight: 
Organizations that actively monitor 

IT-business alignment deliver up to 30% 
more value from digital investments. 
Keeping that connection tight is not a 
task—it is a transformation multiplier.

Lexico helps executive teams build alignment frameworks, map transformation priorities, and 
keep digital efforts on course. 

Schedule a quick conversation. We will learn more about your transformation goals and 
help you identify where alignment is strong, where it is slipping, and what it will take to 
get business and IT rowing in the same direction.

Let’s talk about how we can help. 

http://lexicoconsulting.com
https://calendar.google.com/calendar/u/0/appointments/schedules/AcZssZ0tweGo7xn5y96uk-8xITCAuLfnlE1IZq91nXVOMp7_cywuXehmByqr1XY5IvofHO0STf9AICOh

