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Enterprise Architecture Approach

By Jaap Schekkerman ‘!

In the next three to five years, more organisations will aspire to support a blended

approach to enterprise architecture (EA), according to Gartner, Inc. EA is positioned as a
management planning discipline to support decision making of management about
Business & IT. Gartner analysts predict that 95 per cent of organisations will support
multiple approaches to EA by 2015. 2

Nowadays, businesses are realising that the re is no one way to support enterprise

architecture. D ecisions may be heavily influenced by a business context and the

organi sationdés business | andscape, people and politic
Regardless of the approach, EA must facilitate change. The key is to create not the

perfect or most elegant architecture for the moment, but the most adaptab le architecture

for the future.

Gartner has identified four basic approaches to EA - traditional, federated, middle out
and managed diversity. The majority of  organisations  will, in reality, support a mixture of
more than one of these approaches based on their business needs.

Traditional - In this approach, the EA team engages the organisation to facilitate the EA

process , focused on prescriptive content that serves to guide project decision making

consistent with the "master plan" embodied in the architecture. Most of the standard

industry frameworks and processes support a traditional approach to EA which delivers

very specific directives to projects on how to develop solutions that will meet busine SS
requirements, while reducing complexity in technology, information and business

processes. This approach tends to work well in organisations where decision making is

largely centralised and are relatively stable in terms of the pace of change. It does n ot
work as well in organisations where decision -making and authority are distributed and
where the pace of business change is high.

Federated - In large, complex organisations, decision making is often largely
decentralised, with business units having cons iderable autonomy over the EA that is
required to support the needs of their particular business unit. A federated architecture is

focused on defining the core and common elements between business areas/units.
This approach is well suited to distributed or ganisations and this is an approach that is
often post-merger & acquisition or market consolidation to implement a more
coordinated strategy. This approach is less effective in highly centralised organisations

with a homogeneous business.

! Jaap Schekkermas the President and Founder of the Institute For Enterprise Architecture Developments.
www.enterprisearchitecture.info

Jaap Schekkerman is even so a Thought Leader in Business Technology SEatieggr&e Architecturat
Logica Business Consulting.

% Gartner opinion about a blended approach in B#p://www.gartner.com/it/page.jsp?id=135891Fee also
Gartne@ HypeGycle Enterprisérchitecture 2010 report.
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Middle -out - Middle-out architecture is an approach to EA whereby architects focus on
managing the key dependencies among those parts of the organisation that have the
biggest impact on the ability to change. A middle -out approach focuses on architecting
interoperability by defining a small but rigidly enforced set of general, stable interface
standards, while allowing complete autonomy of decision making for the specific
technologies and products that are used within the solutions. This approach is highly
suited for organi sations and "business ecosystems," where the business units, partners,

and suppliers are not under the direct control of a central EA team.

Managed diversity - Managed -diversity architecture is focused on defining choices or
options . This EA approach is fo cused on balancing the need for a set of standards with

the need for a diversity of solutions to increase innovation, business growth and
competitive advantage in an agile way. EA teams can decide which  solution best fits the
business needs, rather than having a single standard imposed on them. The advantage of

this approach is that it enables users and EA teams to select the right tool for the job,
enabling innovation through diversity. The disadvantage of this approach is that users

and EA teams must accept more responsibility for their choices.

The reality is that most organisations do not apply a single approach to EA in a pure form
rather, they use a number of different approaches in different areas, resulting in a
blended reality that truly mee ts the needs of their business.

With a blended approach to EA, organisations seek to determine the appropriate balance
of enterprise architectural control and freedom by applying the appropriate EA approach.

If you have spoken to any Chief Enterprise  Architect or a student of Enterprise
Architecture, most would advise you to begin your Enterprise Architecture program with

the Business which is  a sound advice. The business needs of the organization should
drive technical solutions. How could you possibly know what your Technical Architecture
should be if you don't know what Business functions it should support? In other words,

your Business Architecture should drive your Technical Architecture.

Here's a taste of reality. Most Enterprise Archit ecture Programs organi  sationally reside in
the IT department. Many IT executives don't understand Enterprise Architecture, or if
they do consider it to be purely Technical Architecture.

STREAM the concept of a new Managed Diversity
Enterprise Architecture
approach

. Diversity’ Entaror:
So how do you create a pragmatic managed act €rprise

diversity Enterprise Architecture program driven
by the business with these constraints?

Describing and selling an EA program to any

organization is a challenge. Translating t h eEAR

| anguaigretoo your organi zati on
add credibility to your program. First, your

organi zationods knowl edge
understand the progdwloedts i mpact a
their jobs. If they just shake their heads, but Figure 1: Enterprise Architecture

approach STREAM
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dondt understand the mess aglead Epterprise Architect cab bellastt y a s
immediately.
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—

This instantly labels the Lead Enterprise  Architect as the book smart academic that can
apply EAinto real world  scenarios.

So you need another approach like the successful STREAM (Speedy, Traceable, Result -
driven, Enterprise, Architecture, Management) approach developed by the Institute For
Enterprise Architecture Developments in cooperation w ith Logica Business Consulting that
has proven its value in real world scenarios.

This STREAM approach is focused on balancing the need for a set of standards with the
need for a diversity of solutions to increase innovation, business growth and competitive
advantage and the need to deliver concrete added value in an agile way.

The characteristics of the STREAM approach are:

1 The Results mustbe Traceable € in orderto add value: Start at the business  side
and make all choices and decisions traceab le to the sources.

9 The Process must be Pragmatic ... in order to add value: Focus only on those
elements that directly contribute to the goals & objectives. Make a difference
between EA thinking and EA doing.

i The trajectory must be Rapid ... in order to add value: Most STREAM EA
transformation / rationalisation trajectories are delivering their results within a 4
to 5 months timeframe.

1 The Process must be Productive ... in order to add value: STREAM EA
transformation / rationalisation trajectories are de livering predefined type of
results, related to the goals & objectives.

1 The Results must be Relevant ... in order to add value: STREAM EA
transformation / rationalisation / legacy trajectories are always starting at the
business site and are delivering si gnificant added value due to the focus to

contribute to organisations strategic objectives & direction.

The STREAM phases are based on the managed diversity approach focused on balancing
the need for a set of standards with the need for a diversity of solutions to increase
innovation, business growth and competitive advantage in an agile way.

The next figure is showing the STREAM pha  ses addressing the current situation of
Business & IT (step 1 & 2) , the future situation of Business & IT (step 3 & 4) and the
transformation plan (step 5) , taken in mind the more generic questions, Why are we

doing this, Who need s to be involved, What do want to achieve, How could we create a
solution, With What do we deliver the solution and When do we reach our goals.
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Figure 2: STREAM phased approach with agile iterations within and over the different phases

Four critical Success Factors in the success of the
STREAM approach

How to achieve real business value

Business first! Whether your goal is business and / or IT transformation, IT
effectiveness, or just a better technical architecture, you 0 Inéded to start with a business -
only view of your business architecture. If not, you will struggle with getting business

involvement and  sponsorship, and just as importantly, you will struggle with your own
understanding of the business.

If Enterprise Arc hitects c a n éotwince business people that they do in fact understand

their busi ness, business | eaders arend6t going to get ex.

This is basic sales , first understand the customer. To be sure, business cares about
technology . In fact, they care about it quite a bit.

Business leaders clearly understand how important technology is to their

business success. What they are not so sure about is if IT understands the ir

business.

If the business was confident IT understood them well enough, then we woul dnot be
seeing all the issues resulting from business people engaging with technology vendors

and making technology decisions without | Tds input.
knows what | need, go talk with them. o
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Concrete Results! Developing a good enterprise architecture program shouldn't require

a dedicated full -time staff of specialists. A team led by a strong, focused and experienced

manager / Lead Enterprise Architect can jump -start an EA trajectory by creating concrete
deliverables that the business stakeholders can understand. (Hint: If your EA program's

objectives can't be described in an elevator speech, have your team step back and

simplify.)

An example of concret e results are t he enterprise & domain models (e.g. business
function model, system function model, etc.) made up of separated (sub)functions (e.g.
business function, system function, etc.). The functions between different domain models
interrelate to each other with controlled and specified interfaces between the different
levels. The overview of the different domain models as shown in the next figure needs to
be presented as a coherent set that deal with business architecture, information / data
architecture, information systems architecture and technology infrastructure architecture

and the related security levels

These deliverables will become catalysts for meaningful discussions with y our business
counterparts using a common language. They'll provide the business with insights for
determining which IT projects to fund, based on the business priorities. And you'll have a

roadmap showing how you're going to get from where you are to where you want to be.

Figure 3: Cohesion between STREAM EA Business & IT results (Current & Future)

Collaboration & Communication! Enterprise Ar chi tects that donot
business counterparts when building business architecture are finding it difficult to
connect with the business. | have been talking with a number of enterprise  architects

col |l abc

|l ately that are getting push back from the business.
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