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Abstract—The IT Business Partner (ITBP) role is increasingly
adopted to bridge the gap between business and IT and foster
strategic alignment. Even though organizations still struggle
with implementing an effective collaboration between business
and IT, the design of this role and the challenges it faces remain
underexplored. This study is the first scientific paper to examine
the ITBP. Through a case study and expert interviews, it derives
eleven key tasks, with relationship management and advice at its
core, and 14 required skills for effectiveness. It identifies
challenges of the ITBP role, such as organizational integration,
skill gaps and a lack of strategic focus. This study contributes to
the field by offering a comprehensive understanding of the
ITBP's design and role for business IT alignment. It provides
organizations with guidance on the implementation and skill
development of the ITBP role. Future research should validate
findings and further explore the role's effectiveness.

Index Terms— IT business partner, business relationship
manager, IT role design, tasks, skills, challenges, business-IT
alignment.

1. INTRODUCTION

IN TIMES of digital transformation, it becomes a competi-
tive advantage to work in an integrated way and align the
business and information technology (IT) mindsets across the
organization [1]. However, a survey reveals that only 30% of
the 114 responding managers perceive their collaboration be-
tween business and IT units as adequate [2]. The majority
struggles with IT optimization decisions and highlights a poor
and complex collaboration process. To improve collaboration
between business and IT, companies implement interface
roles like IT Business Partner (ITBP), Business Analyst, and
similar positions. In 2018, Gartner Inc. introduces such a role
highlighting its importance for alignment and value cre-
ation [3].

Literature recognizes the importance of these interface
functions for business-IT alignment (BITA) and to establish
relational mechanisms [4], [5]. IT management frameworks
such as Information Technology Infrastructure Library (ITIL)
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and Technology Business Management (TBM) mention a
Business Relationship Manager (BRM) as a relevant role to
build a strong relationship between the IT organization and
the business units [6], [7]. Even though the role becomes in-
creasingly important, and organizations still struggle to im-
plement it effectively, to our knowledge, there is no academic,
peer-reviewed in-depth study that examines this role at the in-
terface between business and IT and its contribution to bring-
ing business and IT closer together. The objective of this pa-
per is, therefore, to provide a detailed understanding of the
ITBP role, including its role design, key tasks, required skills,
and challenges. To address this, we pose two research ques-
tions (RQ): (1) How can organizations design the interface
role of the IT Business Partner for effective business-IT col-
laboration? and (2) What practical challenges does the IT
Business Partner face in organizations? By answering these
questions, we expand the theoretical knowledge about the in-
terface role and its impact on business-IT alignment. Addi-
tionally, we provide practical support in designing the role
and selecting individuals with the relevant skills to fulfil it.

The article is structured as follows: the second section ex-
amines the theoretical background on collaboration between
business and IT and the ITBP role. We then outline our
methodological approach triangulating a case study and ex-
pert interviews for an in-depth, practical study. Section four
presents the findings, followed by a discussion of the results
in the context of successful implementation within organiza-
tions. Finally, we conclude with the study’s limitations and
offer an outlook for future research.

II. BACKGROUND AND RELATED WORK

Effective collaboration between the business and the IT de-
partment is the basis for achieving added value through IT [4].
Thus, we first introduce research on this collaboration. Then,
we examine roles at the interface and the ITBP role with its
“mission to increase business value” [3].
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A. Business-IT Collaboration

The collaboration between business and IT has been a cen-
tral focus of research for decades, as organizations strive to
bridge the gap between strategic goals and technological im-
plementation by aligning the two disciplines [1], [8]. A foun-
dational framework for understanding this relationship is the
Strategic Alignment Model (SAM) introduced by [9]: it de-
scribes alignment as the dynamic interplay between strategic
and operational levels and the functional integration of busi-
ness and IT domains. Notably, alignment is not a static state
but an ongoing process requiring continuous communication,
mutual understanding, and shared objectives [10]. A higher
degree of maturity in this alignment directly contributes to
improved organizational performance, innovative ability, and
competitive advantage [8]. According to Luftman’s maturity
model [11], strong Business-IT partnerships and effective
communication are enablers of alignment. Fostering such a
partnership requires, among other things, building trust
through a shared understanding of the value of IT and shared
goals and risks. The COBIT 2019 framework also highlights
that one IT Governance and Management objective for organ-
izations are managed relationships (APOO0S) in order to create
improved outcomes, mutual trust and effective use of re-
sources [12]. While a former study shows that in traditional
organizations roles from business and IT at different hierar-
chical levels (including top-, middle-, lower-level manage-
ment and non-management level) are involved in strategic
alignment [13], COBIT mentions the necessity to implement
a role that manages these business-IT relations. An interface
role, such as the ITBP, may foster this partnership acting as a
bridge between business and IT departments, ensuring that
both sides understand each other’s needs and priorities [5].

B. Roles at the interface between Business and IT

The critical role of fostering collaboration between busi-
ness and IT, driving innovation, and achieving business goals
through technology solutions may be referred to as an "IT
business partner” or "IT business relationship manager" [14],
[15], [16]. Reference [17] call this role a "boundary spanner":
the role acts as a translator, mediator and aligner between
business and IT, as well as a motivator for both sides and a
representative of IT to business and vice versa. Reference [ 18]
describes how organizations structure this role in IT business
partner organizations to foster business-IT collaboration and
communication. Reference [16] emphasizes the overlap with
other roles and gives an overview about three main tasks of
the ITBP: close collaboration, network maintenance and con-
tinuous integration of IT into the business units While, to our
knowledge, except for two German articles [16], [18], aca-
demic peer-reviewed literature does not outline the role of the
ITBP, several IT management frameworks mention its neces-
sity for organizations: TBM introduces a BRM acting like an
account manager responsible for the business, understanding
their plans and proposing solutions. They should be able to
communicate the business value of IT and therefore, require
knowledge about the portfolio, service costs, and business

PROCEEDINGS OF THE FEDCSIS. KRAKOW, POLAND, 2025

consumption. To that end, they work closely together with
other IT roles such as service owners or EAs [7]. ITIL men-
tions, besides fostering collaboration, main tasks of an ITBP
such as demand management, stakeholder management and
support in service management when it comes to service level
agreements (SLAs) and the strategic optimization of IT ser-
vices [6]. The Skill Framework for the Information Age
(SFIA) states a business analysis role with a more operative
focus responsible for investigating operational issues and
finding new business solutions [19]. Other frameworks such
as COBIT 2019, the scaled agile framework (SAFe) and The
Open Group Architecture Framework (TOGAF) do not ex-
plicitly mention the ITBP role. Yet, they stress the importance
of business-IT alignment, stakeholder engagement and value
delivery [20] as well as relationship management, coordina-
tion, and communication with the business [12]. While there
are various terms for describing the interface role, we use
ITBP in this paper while encompassing relevant literature for
both.

The design of interface roles between business and IT var-
ies from company to company. ITBPs are typically positioned
at the middle management level but can also hold higher po-
sitions such as directors [14]. Existing literature shows that
interface roles can be part of the IT department [21] or they
can also be located in dedicated digitalization or innovation
departments or directly in the business units [22]. The role of
the ITBP can be performed as a primary or secondary occu-
pation. If it is the primary occupation, the employees are often
organizationally grouped into an IT Business Partner Organi-
zation (ITBPO) [18], [23]. If the function of an ITBP is per-
formed as a secondary occupation, ITBP tasks are embedded
into other roles. For example, architects or demand managers
often act as ITBPs. Architects are considered a critical func-
tion for successful BITA, as they shape an organization's IT
landscape [24]. Thus, [24] mentions business or domain ar-
chitects, who primarily represent individual functions or pro-
cesses in this landscape. Demand managers can also improve
the relationship between business and IT by implementing
strategic planning and portfolio management [25], thus over-
lapping with classic ITBP roles. Related to the collaboration
between business and IT the SFIA names stakeholder rela-
tionship management as a relevant competency in the infor-
mation age. It describes the skill to “systematically analyze,
manage and influence stakeholder relationships to achieve
mutually beneficial outcomes through structured engage-
ment” [19]. However, the mentioned literature neither give
insights into the design and implementation of the ITBP role,
nor about the challenges ITBPs face in their daily business.

III. METHODOLOGY

As the design of roles in organizations is influenced by the
context, earlier research on interface roles between business
and IT applied qualitative methods such as expert interviews
in an exploratory study [17] or case study research [26]. We
answer our research questions by applying a triangulation of
these methods and data from various sources, which enriches
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insights and the validity of findings [27]. We triangulate a par-
allel approach of one case study and expert interviews. The
case study enables research of a phenomenon in its real-world
context [28] such as to explore ITBP implementation in-depth
in a specific organizational context. Expert interviews lead to
a comprehensive picture of the phenomenon in practice [29].

A. Case Study

We follow case study research guidelines to design our
study and to select our case [28], [30]. Our case was an inter-
national consumer goods company with a size of about 30.000
employees, a central IT department and a dedicated IT gov-
ernance department. The central IT department provides ser-
vices for the twelve international business divisions (i.e. legal
entities differentiated by product line and region) and other
central functions (e.g., HR, procurement or finance). We
chose this single-case design for two reasons: First, our com-
pany reflects a common case [28], as it is representative of
large, globally active production companies with central IT
structures and therefore has a high transferability to similar
contexts. Second, through an existing and trusting relation-
ship between the researchers and the company, the case study
could benefit from access to internal information as well as
open and honest discussions with the participants.

For the alignment between business and IT, the company
established an ITBPO within the IT department. In order to
study the ITBP role in depth and enhance the insights, we fo-
cused on multiple units of analysis [28], as the ITBPO con-
sists of one leading ITBP and five ITBPs at different loca-
tions. Each of the five ITBPs is responsible for partnering one
or more business divisions. Furthermore, the organization em-
ploys two EAs to strategically plan and align the enterprise
target landscape with the business. For the delimitation of the
ITBP role with its tasks and required skills, we included a re-
view of the EA role in our study. We could accompany the
case for 1.5 years from June 2023 to December 2024.

For the data collection, different sources of evidence,
mainly documents, interviews, and focus groups are used [28]
(see Fig 1). We reviewed the overall organizational structure
and IT operating model to set up the case. The role descrip-
tions served as the basis for the analysis of the ITBP role. We
observed meetings between ITBPs and their business coun-
terparts, to understand current interaction and derive respon-
sibilities and skills. We further conducted note-based semi-
structured interviews with the ITBPs and EAs to understand
their perception of their tasks based on their specific chal-
lenges within their individual location. The workshop with the
stakeholders aligned different views, the understanding of
their role, responsibilities and skills and challenges through-
out the whole organization.

B. Expert Interviews

We carried out seven expert interviews to broaden the in-
sights on the ITBP role in different organizational contexts.
The interviews were semi-structured to have the opportunity
to ask more detailed follow-up questions during the conver-

sation [29], [31]. We chose interviewees considering the fol-
lowing criteria: First, the interviewees needed to have specific
knowledge about the ITBP role due to performing it, being
responsible for an ITBPO or ITBPs in an organization or hav-
ing experienced it from an external perspective. Second, they
needed to be able to consider the overall perspective of the
role in terms of practical implementation within organiza-
tions. Therefore, we chose ITBPs with several years of expe-
rience and managers that were leading ITBPs. Third, we
wanted to cover a broad spectrum of organizational contexts
in the interviews to get as complete a perspective on the ITBP
role as possible. Therefore, the interviewees have various
backgrounds coming from different industries, organizational
sizes, and digital maturities. All interviewees were already
part of the network of the research team. Table I shows an
overview of all interviewees (I) (chronological listing based
on the date of the interview). The guiding questions that were
used during the interviews are:

1. Why do you implement an interface role between busi-

ness and IT?
2. How do you integrate the role in the company?
3. What are the main tasks of the ITBP? Are other tasks
performed additionally?
4. What are the skills required to be an ITBP?
5. What challenges do you observe for an ITBP?

TABLE I. OVERVIEW INTERVIEWEES AND GUIDING QUESTIONS

ID | Function Industry # of Employees
(EMP)

11 | CIO Equipment ~3.500 EMP
Manufacturing

12 | CIO Transportation and ~6.500 EMP
Logistics

13 | IT Business Partner | Consumer Goods ~1.500 EMP

14 | CEO IT Consultancy 50 EMP

I5 | TBM Consultant Free Lancer in TBM | -
Consulting

16 | IT Business Partner | Medical Technology | ~9.400 EMP

17 | IT Business Partner | Retail ~99.000 EMP

The interviews were performed between October 2024 and
February 2025 by the first author via Microsoft Teams in Ger-
man or English. For data collection, they were either recorded
and transcribed during the sessions using Microsoft Copilot
or notes were taken. After the interview phase, we proofread
and anonymized the automatic transcripts of all interviews
and summarized notes.

C. Data Analysis

The triangulation of qualitative methods with parallel set
up and data collection in case study and expert interview was
then followed by a data analysis. This overall methodology is
displayed in Fig 1. For our overall data analysis, we con-
ducted qualitative coding [32]. This entailed the assignment
of respective codes to the data in three iterations, in accord-
ance with the guidelines for open and selective coding. The
first coding was conducted by the first author. In two further
iterations, the research team, comprising four researchers, un-
dertook a review and adjustment of the codes to derive tasks
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Set Up Data Collection Data Analysis
Documents: Role descriptions of ITBPs and EAs. EAM tool Open Coding:
(LeanIX) General insights
Bk about ITBP Role,
Case Study: Semi-Structured Interviews: 6 ITBPs, 2 EAs H Individual SR
Overall Organizational Assessments Context
Structure, IT Operating Observations: 23 alignment meetings between business and IT Chall 2
Model (aligned strategy & capabilities) TCnacs (én:; iiel\‘ations
Focus Groups: Workshop with ITBPs and EAs H Aligned Belecine
Assessment Coding:
ITBP Task and
Expert Interviews: R]isjponsibiliﬁes.
Broad Spectrum of People Semi-Structured Interviews: 7 Experts (2 CIOs, 1 CEO. 3 ITBPs. 1| TBM Consultant) Ak
& Organizational
Contexts

Fig 1. Methodology for Set Up, Data Collection and Data Analysis

and responsibilities as well as required skills for the role. A
digital whiteboard tool was used to visualize and structure the
coding process. This enabled collaborative and iterative cod-
ing of the interview data, whereby codes, categories and cor-
relations were visually recorded, grouped and further devel-
oped. Furthermore, we identified and analyzed the challenges
of'the ITBP role. Table II indicates examples of the qualitative

role of the IT Business Partner for effective business-IT col-
laboration?

TABLE III. CHARACTERISTICS OF IT BUSINESS PARTNERS IN DIFFERENT
ORGANIZATIONAL SETTINGS

coding results.

TABLE II. EXAMPLES OF QUALITATIVE CODING

Source

Citation or Notes

Qual. Analysis (Category >
Codes >> Subcodes)

14

“Understanding depends on per-
sonal factors. People often talk-
ing about one another rather than
with one another”

Challenge > Human factor >>
lack of open communication >>
personal factor

Skills > Networking & Interper-
sonal Skills >> Build relation-
ship on personal level

16

“I give input and ideas from IT
side to see how we can help and
support for a given problem and
how to approach the problem.”

Task > Advice and Guidance
Skill > Requirements Analysis,
Analytical thinking

17

“We have too many tasks for the
IT business partners. And if you

Challenge > role’s definition >>
lack of task delimitation

have too many roles at once, you
no longer have the capacity.”

IV. FINDINGS

The qualitative study shows that the purpose of an ITBP is
always related to the alignment of business and IT. The fol-
lowing section presents eleven tasks with associated respon-
sibilities and 14 skills divided into soft and hard skills to de-
scribe the role of the ITBP. Then, we outline five challenges
ITBPs are facing.

A. The role of the IT Business Partner

The design of the interface role of the ITBP is “almost like
a belief — you can put it in business, you can put it in IT, or
you can even put it somewhere in between as a separate func-
tion, so there are different models” (I1). Our study shows dif-
ferent characteristics of the ITBP role in different organiza-
tional contexts. In Table III we indicate their title, their organ-
izational integration, and their purpose as basis for answering
our first RQ: (1) How can organizations design the interface

Source |[Name Organizational |Purpose of the role
Integration
Case |IT Business |6 full time ITBP in|“Develop and maintain collabo-
Study |Partner the IT unit divided |rative relationships between IT
Manager  |by business divi- |and key business stakeholders to
sions with a re- successfully establish and main-
gional focus tain strategic & operational
alignment”
11 Business  |Planned ITBP Engage with counterparts
Engager Role in the IT unit |(“PMO Leads”) in business fo-
divided by busi- |cusing on alignment and bring-
ness functions ing in the IT knowledge and pro-
cess perspective
12 Business |3 full time ITBP in|Work closely with business
Systems a separate digital |counterparts within the business
Function unit in the busi-  [functions to steer demands, de-
ness divided by  |velop requirements and execute
business functions |IT projects in collaboration with
IT experts
I3 Business |3 full time ITBP in|Currently, Business Analyst with
Analyst/ the IT unit divided |focus on demands and represen-
Partner by business func- |tation of business domain. Fu-
tions ture goal to become a strategic
partner with decision rights to
support shaping the domain and
consulting them strategically
14,15 |Business |[4 and I5 share ex-|“In general, ITBPs are integra-
Relation-  |perience from|tors between business and 1T
ship Man- |working in consul-|(14) with a main purpose to
ager tancy in different|“conduct value conversations to
settings. drive partnership and IT busi-
ness value” (I5)
16 IT Business |10 part time IT-  |First contact point for business
Partner BPs in the IT unit |in IT aiming to understand busi-
divided by busi- |ness issues, and propose and co-
ness functions and |ordinate solutions to drive value
regions of IT
17 IT Business | 10 full time IT-  |“The two main tasks are repre-
Partner BPs in the IT unit |senting both the business and IT
divided by busi- |while identifying challenges and
ness functions finding solutions.”

Table IV presents the tasks of ITBPs derived from our tri-
angulation, structured by tasks and the mentioned responsi-
bilities ordered by the number of mentions. The execution of
tasks and the individual responsibilities vary depending on
their specific job description. However, some tasks are always
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mentioned as core activities of the ITBPs, which are relation-
ship management and advice and guidance. In addition,
most ITBPs also take on (strategic) demand management.
Further responsibilities were partially identified, either as part
of the formal role description or as responsibilities that were
overtaken by the ITBP due to a lack of clear delineation from
other areas. For instance, 16 with a dual role oversees IT de-
mand, IT project, and IT portfolio management, besides the
role as ITBP. The ITBP 17 has a full-time role as ITBP but
due to special expertise also supports innovation and organi-
zational change management. The ITBPs within the case
study reported engagement in IT project and IT service man-
agement activities, in addition to providing support in enter-
prise architecture management (EAM).

TABLE IV. TASKS AND RESPONSIBILITIES OF IT BUSINESS PARTNERS

Task IResponsibilities CS|I11|12 |13 |14 15|16 |17
e Primary business contact and|
relationship development

Trust building, communication|
and continuous relationship im-|

Relation- provement
ship Man- | e Stakeholder engagement, feed{ X | X | X | X | X | X | X | X
agement back and personalized involve-

ment

Strategic collaboration, integra-|
tion and alignment of business
and IT

IT input, ideation, and innova-
tion advisory

IAdvice e Proactive consultancy and or-
land Guid- chestration of IT ideas, de-{ X | X | X | X | X | X [ X [X
lance mands and projects

Value conversations and strate-
gic guidance

Idea-to-demand support and|
(Strategic)|  derivation, synergies identifica-|

Demand tion lxlxlx < | x
Manage- | e Demand preparation and man-
ment agement

(Initial) Requirements analysis
Facilitation of technical solu-
tions, support project imple-|
mentations

]I\”/l[“Pro_]ect e Proof of concept support for
anage- . : X X | x X | X
ment technical solutions
o Strategic Project Management

and Implementation Coordina-

tion
IT Portfo- | Strategi‘c domain_ planning, re-|
. source identification
lio Man- . . L x X | x X [ x
agement . !T project portfolio accountabil-

ity
Enterprise| e Solution architecture coordina-|
IArchitec- tion
ture Man- | e IT landscape modeling and tar- x x xx
lagement get planning support
IT Cost e Cost savings identification and|
Manage- efficiency improvement X X | x
ment o Budget management
IT Service| ® Major incident management
Manage- | e SLA definition and monitoring| X X
ment for IT services
IT Gov- | e Business requirement align-|
lernance, ment with regulations & IT seq{ x X

Risk and curity

Compli- | & IT governance and audit com-
lance pliance assurance

e Education and training on IT]

policies and procedures

Org. o Organizational change manage-|
Change ment support X
IManage-
ment
Inno- e Ideation and business innova-|
vation tion enablement
IManage- X
ment

To perform these tasks, ITBPs require skills that are crucial
for success. Table V describes these skills, however, “above
all, IT Business Partners must be generalists. They should
have knowledge across various domains but do not need to
master them in detail” (I7).

TABLE V. SKILL MAP OF AN IT BUSINESS PARTNER

Skill Ability to...
Discussion ...conduct eye-level discussions with business
Skills leaders (CS,I3,17), advise and consult on IT solu-

tions and business processes (CS,I1,16,17), and use
mediation skills (CS,I7).

Leadership ...think strategically and conceptually (CS,17), sup-
Skills port and make informed decisions (I3), and lead
people effectively (CS,16,17).

Communication | ...communicate, present, and interact with stake-
Skills holders on all hierarchical levels and different lan-
guages (CS,16,15), speak a “common language”
with the business (14,17), and foster business-IT
talkability (11,12,13).

2 | Team ...understand team structures and individual roles

;% Understanding | within teams (I7,CS), identify the relevant stake-

= holders for strategic conversations (CS), compre-

% hend team dynamics (I7), and establish understand-
ing for each other (cultivate an exchange culture)
12).

Networking & | ...build relationships (also on a personal level)

Interpersonal | (CS,17), become a trusted partner (CS), and bring

Skills people together (CS,16).

Analytical ...collect and analyze the relevant data (12,13), de-

Thinking velop informed solutions to solve problems (CS),
and pay attention to details to prevent errors and in-
consistencies (CS).

Flexibility ...adapt to change (CS), react resiliently (CS,I7),
and operate creatively within dynamic environ-
ments (I3,17).

Business ...understand the business model and strategy (CS),

Acumen understand business capabilities (CS,13,16,17), and
comprehend business processes in detail as well as
in their broader context (I3,16,17).

IT & Data ...understand and maintain consistent data and data

Literacy relationships (I3,12), understand technologies and
digital solutions (CS,I1,16,17), and use IT tools (for
project management, architecture, etc.) (CS,17).

«» |Requirements | ...understand and translate requirements of busi-
T | Analysis ness and IT stakeholders (I3), propose adequate IT
2 solutions (I7), and leverage technology and its
5] manyfold use (I3).

= Project ...plan and manage projects (CS,17), identify risks

Management and manage major incidents (CS), and track and re-
port on progress (CS,I6).

Strategic ...comprehend strategic perspectives and demands
Management | (CS, 17), develop long-term goals and objectives
(CS), and align projects with overarching strategic
directions to develop a portfolio (CS,16).
Governance ... understand organizational decision structures
Expertise and service level agreements (CS), comprehend IT
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security, legal compliance and risk regulations (in-
cluding data protection) (I7), continuously improve
through critical success factors and key perfor-
mance indicators (CS,14,15), and support business
value realization (CS,I4,15).

Enterprise ...understand (IT) organization and (IT) processes
Architecture (I1,17), know current IT applications and the IT
Knowledge landscape (17,CS), and comprehend the “big pic-

ture” and overarching correlations (16, 17).

B. Challenges of an IT Business Partner

We identified several challenges the ITBP faces that impact
its effectiveness and integration within organizations. We
thereby answer our RQ (2) What practical challenges does
the IT Business Partner face in organizations? One key issue
is the human factor, which is reflected in the lack of open,
two-way communication across hierarchical levels. Instead of
a meaningful dialogue, interactions are often characterized by
“talking about one another rather than with one another” (14).
Furthermore, understanding the role often depends on indi-
vidual perspectives and personal factors, leading to inconsist-
encies. While in some cases the ITBP facilitates excellent col-
laboration, in others he struggles to achieve alignment or dis-
cussions on eye-level (CS, 13, 16, 17).

Another significant challenge is the role’s definition and
integration within the organization. Despite the need for a
clear understanding of the ITBP's responsibilities, its bound-
aries with other roles, such as EA or domain architects, pro-
ject or service managers, are often blurred (CS, 12, 13, 17).
This lack of clarity complicates collaboration and role align-
ment with business stakeholders and IT colleagues. But even
if “the role is described clearly on paper, this does not lead to
successful integration and acceptance automatically” (17). Or-
ganizations face a challenge to introduce the role in a struc-
tured approach, with clear responsibilities and to distinguish
it from similar roles like the product owner (I16) or demand
manager (I7). Thus, the role lacks acceptance or even face
competitiveness with IT colleagues (17).

The lack of methodological approach and organiza-
tional structure is mentioned as another challenge for the
ITBP role. The ITBPs work closely with the relevant business
units, often making them feel more part of the business than
part of IT or of an ITBPO, especially as explicit ITBPOs are
often underrepresented or not managed at all. As a result,
there is a lack of identity as an ITBP team and a lack of op-
portunities to share ideas with each other. But even when such
an organizational structure is in place and a clear job descrip-
tion exists, it is a challenge to compare results and identify
synergies, because “every ITBP approached it in their own
way, resulting in ten different approaches” (17).

A further difficulty lies in the limited time for focused
work and absence of strategic alignment. ITBPs are fre-
quently consumed by operational tasks and “firefighting”
(CS), leaving little room to focus on long-term strategic initi-
atives (CS, 13). Urgent demands, combined with tight collab-
oration timeframes, often divert attention from value-driven
work (IS, 16). Organizationally, the demand for IT support of-
ten exceeds the available capacity, forcing the ITBP to act as
a mediator between IT and the business instead of a strategic
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enabler (CS, 16). The study also showed that discussions be-
tween ITBP and the business often focus on projects and pro-
gress rather than on strategy or deriving necessary future
measures from this.

Finally, skill gaps of the ITBP present a major obstacle.
There are significant differences in maturity levels and
knowledge on both sides, with business often lacking suffi-
cient understanding of IT processes and IT stakeholders fail-
ing to adopt lean and strategic approaches to support business
needs (CS, 11, 14, 15, 16). Communication skills and the ability
of business-IT talkability are, therefore, critical for ITBPs
where deficiencies are observed (CS, 12, 13, 14, 15, 16). In ad-
dition, ITBPs may lack leadership skills and decision-making
competence to strategically support and drive decisions (CS,
I3, I7). As a result, the ITBP role is not always effectively
implemented, limiting its ability to drive value and organiza-
tional alignment.

V.DISCUSSION

The findings do not only show a variety of tasks and re-
quired skills of an ITBP but also challenges they face in their
daily business. In the following we discuss how the design of
the role may support overcoming the identified challenges.
We focus on the delimitation of the role and required capaci-
ties, the opportunities for organizations to find skilled people
to act as ITBP and discuss its contribution to strategic align-
ment.

A. Determining the Organizational Integration of an IT
Business Partner

The in-depth study shows various designs of the ITBP role.
One decision that a company needs to take is the organiza-
tional embedment of the ITBPs. Depending on the existing
structure, an organization needs to determine whether the IT-
BPs support the business divisionally, functionally, or region-
ally. 16 stated that there were both functionally assigned IT-
BPs and those assigned to specific regions. In the case study,
ITBPs were assigned to business divisions. Divisional ITBPs
are required to know the division-specific product and the
complete end-to-end operation. In a regional setting, the loca-
tion-specific requirements and the cultural aspect may be ad-
dressed better. A functional allocation has the advantage of
allowing the ITBP to develop domain-specific skills, enabling
better business communication and leveraging synergy ef-
fects.

Another aspect is to design the ITBP role as a primary or
secondary responsibility [14]. The study showed that a pri-
mary ITBP role allows for greater focus on core activities but
may limit networking opportunities, requiring proactive in-
formation gathering with other IT colleagues. When an ITBP
performs as a secondary role, it is often assigned to individu-
als in senior positions with strong networks and close business
interactions through their primary task in project or portfolio
management (16). While this facilitates relationship-building,
it limits the focus on partnering and strategical guidance un-
less specific time and capacity are allocated. However, even
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full-time ITBPs face challenges in balancing their workload
and ensuring a standardized approach of all ITBPs (17). Es-
tablishing an ITBPO, aligning the way of work of all ITBPs,
and following a structured methodological approach for com-
munication between business and IT may support a clear po-
sitioning of the ITBP and the standardized sharing of infor-
mation towards business and IT [33], regardless of whether
the employment is full-time or part-time.

B. Overcoming the Skill Gap in IT Business Partner
Positions

The study highlights that, in addition to hard skills, soft
skills are particularly relevant for the relationship-intensive
role of ITBP. One of the skills emphasized is communication.
This is not only essential for establishing a common under-
standing but is also a proven prerequisite for Business-IT
Alignment [11]. Communication involves both clarity and
language proficiency—often English in an international con-
text. However, it is equally important to establish a common
ground in communication, frequently referred to as a "com-
mon language” [5]. This means that an ITBP must be able to
communicate fluently in both business and IT terminology,
ensuring a seamless flow of information linking business
stakeholders and IT colleagues. Language training might
therefore be mandatory for ITBPs, and job rotation could ease
the establishment of a common language to the business coun-
terparts.

Beyond communication, other soft skills, such as under-
standing team dynamics, were particularly evident in the case
study. It is crucial to be familiar with the corporate culture,
actively engage in it, and navigate hierarchies without being
discouraged by them [5], [13]. In its role as a boundary span-
ner [17], an ITBP must act as a connector, bringing people
together and serving as a central point of coordination (I6).
This skill is difficult to teach, making it essential to consider
interpersonal skills during recruitment or to fill the role inter-
nally with individuals who are already well-connected and es-
tablished within the organization [13].

To address the skill gap between business and IT, job de-
scriptions for ITBPs should clearly outline the necessary com-
petencies. When developing job descriptions, identifying key
skills through profile challenges can be beneficial [19]. The

skill map outlined in Table V can support organizations in de-
signing an effective ITBP job description. Additionally, com-
panies can use this transparency to assess and develop the
skills of current ITBPs, enabling organizations to upskill ex-
isting employees in this role. This approach allows ITBPs to
"plan their professional development and career progression"
[19]. It also contributes to human resource development, ca-
reer planning and the provision of learning paths, which, as
seen in SFIA, can be structured into different levels.

C. Focusing on Core Tasks and Strategic Business-IT
Alignment

The findings illustrate that an issue for ITBPs is having to
perform a variety of tasks without a clear focus. For an ITBP
to fulfil their purpose to relate business and IT and strategi-
cally align both perspectives, the study shows that relation-
ship management and advice and guidance should be the core
tasks (see Fig 2). As “already for relationship management
and advisory together with demand management, an ITBP
needs business and IT knowledge and many interactions,
there is no time for more without making mistakes” (I7).
Therefore, the ITBP requires a clear mandate and capacity for
these core activities, to achieve their alignment goals and be-
ing accepted by business and IT colleagues.

While demand management is often also covered by the
ITBP, organizations should clearly define the transition to
project, service, portfolio, or EAM. According to ITIL [6],
ITBPs work closely with service owners and service level
managers, which emphasizes the importance of defining the
interface. TBM highlights further relations to the EAs [7].
Reference [24] mentions in this context domain architects,
who support a functional business domain and align strategi-
cally with them. During the case study, the distinction in tasks
and assigned business stakeholders between ITBPs and EAs
was defined: The EAs take on the domain-specific alignment
with business functions, whereas the ITBPs focus on align-
ment with business divisions. This helped to distinguish be-
tween the roles. The close interaction of the ITBP with other
stakeholders emphasizes the need for internal alignment with
IT colleagues to share knowledge and a clear distinction to
leverage effective collaboration [33]. Other IT disciplines
such as IT cost management, IT governance, organizational

IT Portfolio IT Service IT Project Organizational Change
Management Management Management Management
(Strategic) Demand Management
Relationship Management Adyvice and Guidance
IT Controlling Enterprise Architecture| IT Governance, Risk Innovation
Management and Compliance Management

Fig 2. Core Tasks and Further Responsibilities of IT Business Partners
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change, and innovation management may be used by the
ITBP to gather and feedback information, but decision mak-
ers should be careful in delegating active responsibility of the
ITBP in these tasks.

Besides the lack of focus, the ITBP, being primarily driven
by operational tasks, often tends to neglect strategic work.
However, it is essential that the ITBP has sufficient capacity
“to make sure that its work contributes to the strategic align-
ment” (I7). The Strategic Alignment Model (SAM) by [9]
provides a suitable framework for illustrating how the ITBP's
activities contribute to strategic alignment. According to the
SAM, strategic alignment is based on a complex, multidimen-
sional relationship between business and IT. The ITBP plays
a crucial role in this process by building and maintaining re-
lationships, advising on IT matters by proactively consulting
stakeholders, and driving value-oriented discussions.
Through these core activities, the ITBP triggers further re-
sponsibilities within his/her role and can contribute to strate-
gic alignment in multiple ways through exchanges with their
business counterparts: They can capture business require-
ments, align them with IT governance, risk & compliance
policies and transfer the requirements into operative de-
mands / projects (strategy execution). They can receive stra-
tegic demands, consolidate them, and derive necessary IT ca-
pabilities, IT processes, implications for the enterprise ar-
chitecture, and the IT portfolio together with IT (technology
transformation). They can communicate technological inno-
vations and new IT capabilities and identify possible strategic
application and necessary organizational changes together
with the business (competitive potential). They can identify
opportunities for the operational use of new technologies in
business within IT services and discuss cost saving potential
(service level). Similar considerations are discussed for the
ITBPO and their impact on strategic alignment [18]. This con-
tribution to strategic alignment underscores the critical im-
portance of the ITBP role, as business value can only be real-
ized through the effective alignment of IT with strategic ob-
jectives [4].

Overall, a role description of the ITBP must be the baseline
to define how they operate within the organization [23]. This
description first needs to determine the organizational embed-
ment (division, function, or region) and the capacity (primary
or secondary). Also, it needs to include tasks and responsibil-
ities (e.g. following the descriptions in Table IV), give a ration
about time effort for each task, and list required hard as well
as soft skills. A success factor is a clear distinction to other
roles and designing internal alignment mechanisms (accord-
ing to the adjacent disciplines as shown in Figure 2). This role
description can be used to challenge existing ITBPs or during
recruitment to find suitable candidates.

VI. CONCLUSION

The role of the ITBP is increasingly being implemented in
organizations to bridge the gap between business and IT,
thereby driving strategic alignment. Through the triangulation
of a case study and expert interviews, this study provides an
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in-depth exploration of ITBP’s role design and challenges.
The findings reveal that the role is highly versatile, with re-
sponsibilities that vary depending on the organizational con-
text. We identify eleven key tasks that ITBPs perform to dif-
ferent extents, with relationship management and advice and
guidance at the core. These core tasks enable ITBPs to drive
strategic business-IT alignment. To be effective in this role,
14 essential skills are identified, including communication,
networking, business acumen, and IT, data, and process liter-
acy. However, challenges such as organizational integration,
skill gaps, and excessive operational workload often limit the
ITBP's ability to drive the business-IT partnership and foster
strategic alignment and should therefore be part of a clear role
description.

This study contributes to both research and practice. From
an academic perspective, the study advances research on busi-
ness-IT alignment by operationalizing the role of the ITBP
within organizations and contributing to the broader discourse
on IT professions and their interaction with business func-
tions. For organizations, it provides guidance on structuring
the ITBP role and defining key responsibilities that support
business-IT alignment. For HR professionals, the identified
skill sets provide valuable insights for hiring, career develop-
ment, and training initiatives for ITBPs. In addition, CIOs
gain an understanding of the challenges of the role, particu-
larly the need to allocate sufficient capacity for strategic
alignment efforts.

Despite its contributions, the study has limitations. It pri-
marily examines the ITBP role from an IT perspective,
whereas its success is also influenced by organizational cul-
ture and business counterparts. Future research should include
both business and IT perspectives to provide a more holistic
understanding of the role. Additionally, the chosen case is a
large, international company with a centralized IT depart-
ment. Future studies could examine other organizational set-
ting such as more decentralized structures or small-and-me-
dium-sized companies for comparison and drawing conclu-
sion based on the organizational set-ups. While this qualita-
tive study provides in-depth insights, a follow-up quantitative
study could help validate the identified challenges on a
broader scale. Further research could also examine the impact
of corporate culture and individual business counterparts on
ITBP effectiveness, analyze different job descriptions within
IT organizations, and differentiate roles based on IT-relevant
tasks.
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