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Abstract

Digital transformation requires banks to move towards exploring new
opportunities in addition to exploiting existing facilities. Therefore,
banks seek to create organizational ambidexterity by forming alliances
with organizations from different industries. The purpose of this
article is to answer what type of alliance banks can form with different
actors to lead to organizational ambidexterity. For this purpose, the
initial conceptual model was formed by synthesizing the
ambidexterity, the industrial similarity and the tie strength theories.
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Then, the code co-occurrence matrix was extracted from the content
analysis of 115 empirical articles of alliance in the banking industry.
The co-occurrence matrix was used to customize the conceptual model
for banking industry in order to propose the type of alliance of the
bank with other actors. The conceptual model shows that any type of
alliance, based on industrial similarity of the actors with the banking
industry, realizes some factors of exploration and exploitation in the
form of trade-offs. Therefore, the decision to determine the
appropriate type of alliance should be made according to the priority
of exploration and exploitation factors based on industrial similarity
of actors.

Keywords: Alliance, Ambidexterity, Industrial similarity,
Theorizing, Digital transformation, Banking industry

Introduction

To achieve digital transformation, banks are forced to collaborate with
several organizations. Therefore, banks should go beyond the scope
of the banking industry and have relations with various organizations
in different industries. In order to be ambidextrous, banks have to
make alliance by different actors. Organizational ambidexterity means
to be exploring new opportunity and exploiting existed resources.
According to the research conducted among 3,883 banks in 28
European country, it was shown that not respecting the ambidexterity
between exploitation and exploration reduces the return on equity
(Campanellaetal., 2020). This research was done according to content
analysis of the empirical researches related to alliance types of banks.
The main question of the research is about what is the alliance
selection model to be ambidextrous organization in banking industry
utilizing cumulative knowledge extracted from the empirical research.
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Theoretical background

In digital transformation, it is expected that organizations, on the one
hand, improve existing products and reduce the cost of serving current
customers and existing markets, and help increase efficiency with
advances in information and communication technology. On the other
hand, it is expected that organizations introduce new products and
enter new markets to compete. Also, organizations should be
responsible for new discoveries and innovations by newcomers. In this
article, exploitation was defined according to the themes of "Reducing
risk, Efficiency, Incremental adaptation and Reducing information
asymmetry" and exploration according to the themes of "Diversity,
Access to new resources and Radical change™.

In addition, the types of alliances were divided according to the "Tie
strength theory™ from "Tightly coupled alliances” such as Merge and
Acquisition and and Joint venture to "Loosely coupled alliances" such
as Outsourcing (Barringer et al., 2000). As well, actors are divided
based on industry similarity. The industrial similarity approach in the
institutional theory examines the legitimacy and support of the norms
and rules of the industries governing the actors.

Initial conceptual model

Based on ambidexterity theory, tie strengeth theory, and industry
similarity approach, 3 suggestions were determined as initial
conceptual model:
S1. Industrial similarity increases the probability of forming tightly
coupled alliances
S2. Loosely coupled alliances increase the possibility of exploring
S3. Tightly coupled alliances increase the possibility of exploiting

Methodology

The deductive-inductive inference approach is used in this study. The
initial conceptual model is the deductive basis of this research.
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Content analysis method has been used to dedicate the initial model
for the banking industry. The empirical studies as the secondary data
were analyzed to extract the most recommended the bank's alliance
with other actors The co-occurrence matrix is the by product of the
content analysis which reveals the more frequent alliance among bank
and other players in the banking industry. The information about more
frequent alliances between bank and other players is incorporated into
the conceptual model led to a best-spoken alliance selection model for
banking industry.

Results

According to the content analysis, 17 alliance types (Merge and
acquisition, joint venture, integration, interbank relations, joint
ventures, joint marketing, information sharing, venture capital,
dealership model, intermediary, third party, relationship banking,
syndicate network, outsourcing, partnership, cooperation, strategic
alliance), 3 actor layers (interbank layer, financial non-bank
institutions, non-financial institutions) and ambidexterity concepts
(exploration and exploitation) were extracted..

6. Final conceptual model

The financial conceptual model shows that Strategic alliances can
improve exploration and exploitation. The ambidexterity of the
alliance emphasizes that any alliance can simultaneously have an
impact on both the exploration and exploitation aspects of the
organization. But, making alliances for the purpose of exploration or
exploitation is different in the 3 layers of actors. In such a way that in
the interbank layer for exploration, tightly coupled alliances such as
joint venture are emphasized. While in the non-financial institution
layer, loosely coupled alliances such as venture capital are
highlighted. In addition, in order to exploit in the interbank layer,
tightly coupled alliances like merge and acquisition are emphasized.
While in non-financial institution layer, loosely coupled alliances such
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as outsourcing are proposed. The 7 propositions of final conceptual

model indicated as below:
P1. Tightly coupled alliances to create related diversity and loosely
coupled alliances to create unrelated diversity are suggested for
banks.
P2. In the interbank layer, for accessing to essential and specialized
resources, tightly coupled alliances and in financial non-bank and
non-financial layers for accessing to complementary resources,
loosely coupled alliances are suggested for banks.
P3. The bank's alliance with actors, who have the necessary
potentials for making radical changes, has to be determined by the
value of intellectual assets and the stage of the actor's life cycle.
P4. In the early stages of alliance formation, tightly coupled
alliances with interbank actors are more effective than tightly
coupled alliances with non-bank actors.
P5. Tightly coupled alliances increase systematic risk and reduce
unsystematic risk.
P6. Tightly coupled alliances increase adaptation by increasing
integration.
P7. Where soft information is needed to reduce information
asymmetry, tightly coupled alliances are suggested for banks.

Discussion

So far, several articles have addressed the issue of the alliance's effect
on the organizational ambidexterity. The review article by Zahoor et
al. (2023) is one of the researches that has analyzed in detail the impact
of alliance on ambidexterity. Schiffer (2021), Ubeda-Garcia et al.
(2020), and Heracleous et al. (2017) are 3 highly cited articles that
address organizational ambidexterity and alliance. Compared to these
3 articles, only our article investigate relationships of alliance types
(tie strengeth of alliances) with amidexturity and actors.
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Conclusion

By presenting the effect of alliance types on exploitation and
exploration themes, this article helps managers in selecting a suitable
alliance according to the needs of the bank in exploitation and
exploration.
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