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Enterprise Architecture Is Full of Myths

Googling for “enterprise architecture” will yield mostly
TOGAF, Zachman, ArchiMate and other weird concepts

The Zachman Framewaork for Enterprise Architecture

A Declaration Payment
The Enterprise Ontology senice ) service )
\ion 10
- H i
1 T rocem teni == i eniiicaon ] Wi Acceptand <> Assess = Pay =
[Rponsiity e
N Damage register claim claim claim
BB |8 | B )
“ “ ol ol .,
ine. ey e mwoten e
o |[eaa | | || T - B T
H. B. © B frtirm = Cumims Lot et ] B Fnd service administration service
Architecturn Seninaas > 3 - P ool Serkuosbisns
uaChar\}) ] Architechurs everion; tepresmzt) [ Proces Wpersemiton -
nagemen o " 30— oG s . B - RO ; H
A =7 st 455 Payment Acceptance Assessment Customer
o e 2 i oo | | % Besemcmere = o B et - system = system - system = administration
Trventery Speciicailon st < g o Tiing SpecHlc ol iativaton Sprebiaton] - - - - Syston
X “ PR S | B - * ~o—m
Information -~ b e ey - . o *Me / T
Systems. ittty || ttmtrsotre | {4 getwbwioms  Tiocrh < ibwe | | bl e G B
tory Cortipwration = e service ) e service )

Architecture

DBMS Ol cics OI

Mainframe
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In reality, enterprise architecture practices have
nothing to do with these concepts
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Myth 1: EA Is a Comprehensive Plan

Overarching master plan of business and IT
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Reality 1: EA Is a Set of

Documents

Principles

Principle 1: Standardized Business Processes

Statement: ........ccowvierensiemes s

IMPHCAtIONS: -..oveeeveeee e

Principle 2: Single Customer View

Statement: ...

ions:

Principle 3: Business Continuity

Statement: ...

IMPHCATIONS: e

Business Capability Map

Business Strategy |

Goal 1 ||

Goal 2 | |

Goal 3 |

Capability 1

Capability 2

| Capability 2.3 | | Capability 24 |

Capability 3

Capability 4

| Capability 3.1 ” Capability 3.2 I

[[emsras | [cmtnea

| Capabilty 3.3 ” Capability 3.4 I

[ emirss

| Capailty 4 |

No comprehensive
master plans

Investment Roadmaps

Different documents
for different decisions
for different people
at different levels

Solution Overviews

e |
G=1] | )
— 1
=] 1. Overview and Gosls
(] -
nr

Solution Designs

1. Brief Overview

2. Goals and Objectives

Time . 10. Ky Risk
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Myth 2: EA Is a Planning Project

Enterprise architecture is a finite,
step-wise planning project

Planning Layer 1 — Where
Initiation we start
Business Current Systems | Layer 2 - Where
Modeling & Technology we are today
Data Applications Technology Layer 3 — Where we want
Architecture Architecture Architecture to be in the future
. . . L 4—-H
Implementation / Migration Plans aver ow

we get there

A plan is created and then implemented




Reality 2: EA Is a Continuous Practice

Enterprise architecture is a continuous practice of
translating business drivers into IT projects

Implementation

Strategizing Translation
/ \ / Processes \ / \
P 8 P }ﬂ >, 2 >
E‘ Business Executlves g E‘ g E‘ IT PrOJect Teams g
—_— - People — -
Information Abstract Specific v Implemented
Strate ic Project
from Business & Business 2N EA Practice Y | Implementable J Optimal
Environment Manag;ement Considerations Designs Manag,,ement IT Solutions
> a N E: L a D Artifacts D 2 > a N 8 >
— % % % T \k — ol % % % —
Processes / \ IT Project Teams /

\ Business Executives /

Plans are continually adjusted based
on changing circumstances
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The architect designs the
landscape

The architect knows how
things should be

The architect is the smartest
guy around here
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Reality 3: EA Is a Collective Work

Architectural planning is always a cooperative exercise

i i i Oblige to Act
Accordingly

Interests, Needs  Business Representatives Approval and |
and Concerns (Primary Stakeholders) Authorization |
Proposed Plans Feedback and |
and Decisions Amendments |
Discussion Step Elaboration Step Approval Step
Identify stakeholders Specify remaining details
Initi Involve stakeholders Design solution Finalize resulting plans Prod Agreed
nitiates Build trustful relationships Discuss solution Approve with stakeholders roguces g
. . . ) . Architectural
Clarify goals and needs Rethink solution Sanction by authorities Plans
Enterprise Gather requirements Perform official sign-off
Architect Meetings: Informal, one-on-one Meetings: All forms of meetings Meetings: Formal, in groups
Artifacts: Little or no artifacts Artifacts: Drafts of EA artifacts Artifacts: Finished EA artifacts

Proposed Plans Feedback and
and Decisions Amendments

Interests, Needs Approval and
and Concerns Authorization
Oblige to Act
Accordingly
<_ ________________

IT Representatives
(Secondary Stakeholders)
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Myth 4: EA Is About Systems Thinking

Systems Thinking

The whole is greater than the sum of the parts

Element ——= Relationship ( ) Elements in feedback loop - = === Boundary

Red Hat Linux
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Reality 4. EA Is About Communication

Any individual thinking
IS fruitless as it does not
lead to organizational
action

Systems
Thinking
l
]

Isolationism, siloed thinking

Organizational action
requires collective
decision-making based
on communication

/

Constant information exchange \

Collective Intelligence
- ~
N
\\
/ ~

4»
Communication
4

-
-
-
-
-
-
P

4’
Communication
4

Group decision-making /
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Myth 5: EA Is About Proper Modeling

Declaration Payment
service service

Acceptand = Assess = Pay >
Damegs — register claim clair
notification

Correct modeling T

ey Customer

IS essential mf‘» ) cr e )

1-A P:m ) = systgm systsm - ad(ti‘u:sri%nm:ion
ArchiMate is the )

right language c.am Gustomer 8
V

I"
-""

Message O] peMs O] | cics O
queueing J

Mainframe
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Reality 5: EA Is About Intuitive Pictures

Insurant
<.................I.........
Average payment o
a €235 ®
]
. e ol
Clg;r:::rpn Payment :
ca. 120/day letter .
o : No formal
Digital claims: : )
ca. 180/da g Claims
| = ! S O overview : mOdeIS In
s : ArchiMate
Average : o
claim: €240 :
€300K/week, *
€5y h weekly
ary 7\ E ’

Exact (E)ﬁe : S I m p I e
% diagrams

-l /-
_— work better

Review: 85% of claims

-

100% manual © 4, [ accepted

OOOO Productivity:
: . 10 claims/hr/person
- grchlSumnce Claims review department
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Myth 6: EA Is About EA Frameworks

The Zachman Framework for Enterprise Architecture
The Enterprise Ontology ~ ki

.
e [ G| (e ) [ ey | [T e | |

acnman Fovidaes = o I gl

@ snmmseritn | | 4 Smrctinsn | | @ st el | PR i
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the structure e = | T s s

Trvevtary el et z i F p— o=

- e e e B vem

ot . st e
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A
Architacture

B.
Busness
Architecture

Architocture

TOGAF provides
the process

D.
Technology
Archeecture

Planning

Opportunities
and
Solutons
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Reality 6: EA Frameworks Are Fads

In summary. the majority of our respondents
use an EA management approach. which is in-
sometimes based on in-

Rea-

sons for the development of enterprise-specific

dividually developed.,
puts gathered from existing frameworks.

EA management approaches are according to
our respondents the individual way of thinking,
which exists in most enterprises. Furthermore,
the frameworks appear theoretical and impossi-
ble to implement.

(Buckl, S., Ernst, A. M., Lankes, J., Matthes, F. and Schweda, C. M. (2009) “State of the Art in
Enterprise Architecture Management”, Munich, Germany: Software Engineering for Business
Information Systems (SEBIS), Technical University of Munich)

= Emerged “out of the blue”
* Products of marketing

= No practical examples

* Do not resemble reality

» Represent worst practice

(Gaver, S. B. (2010) “Why Doesn't the Federal Enterprise
Architecture Work?”, McLean, VA: Technology Matters)

Finally. this research culminated in a completely unexpected and unsettling conclusion: Enterprise
Architecture within the federal government hasn’t been working. and far more often than not hasn’t
delivered useful results. Moreover, significant parts of the federal EA program have been complete and
utter failures.

Act’s requirements

Status of DOD actions

(GAO (2013) “DOD Business Systems Modernization: Further
Actions Needed to Address Challenges and Improve
Accountability” (#GAO-13-557), Washington, DC:
Government Accountability Office)

Develop a business
enterprise architecture

DOD continues to develop content for its business enterprise
architecture, such as business rules, and is proceeding with efforts to
extend the architecture to its components. However, even though
DOD has spent more than 10 years and at least $379 million on its
business enterprise architecture, its ability to use the architecture to
guide and constrain investments has been limited by, among other

thlngs the lack of a detailed plan
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Enterprise architecture was
iInvented by John Zachman in
1987

The Zachman Framework
provided the foundation for
the EA discipline
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Reality 7: EA Is As Old As IT Itself
= 1951 toon 5.0, 2008 e Legaor of

Tea and Cake Company's Pioneering
Efforts in Information Systems”, Journal

* "Maestro of Technology” in LEO = Enterprise Architect = s e
" 1 9 6 2 : (Evans, M. K. and Hague, L. R. (1962) “Master Plan
for Information Systems”, Harvard Business

« “Master Plan for Information Systems” in HBR Review, Vol. 40, No. 1, pp. 92-103)

1. Establish the long- 2. Analyze and 3. Make short-range 4. Establish a time
range objectives and defi improvements to the schedule and assign .
. efine the currentl 5. Accomplish
develop a basic design —»| dinf i Y —- existing systems — responsibility for —- P
for the required used intformation aligned to the long- completing the long- the plan
information systems systems range plan range plan

7
= 19608 : // (McLean, E.R. and Soden, J. V.

4 4 (1977) Strategic Planning for
 First architecture functions / /// s e e
a8 %
AR 7

1964— 1966— 1968— 1970— 1972— 1974
1965 1867 1968 1971 1973

Year formal LRP effort launched
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My Research in Enterprise Architecture

» Research Process:

Conducted since 2013

More than 3000 publications
More than 200 interviews

More than 50 companies
Various aspects of EA practices

» Research Outcomes:
* Book “The Practice of Enterprise Architecture”
« More than 50 articles
 Other helpful materials
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What EA Practices Look Like?

External Business Environment
Fundamental Urgent
Environmental Business
y Factors Y Needs
| IT Initiative N
. Planned |
[hree high-level
g Business Leaders Architects Needs IT Initiative 1
processes ARZ
(Integrated with regular strategic management) Business Leaders
Cancelled
IT Initiatives
______ Outlines
Considerations Visions
I h ree key g ro u pS Strategic A Strategic IT % % % T
Directions and Capabilities and Architects Initiative —

Constraints

of actors

Landscapes

Standards

Technical
Rationalization

Suggestions
»

Technology Optimization

(Not integrated with any regular processes)

Six general types
of EA artifacts

AR%

Architects

Structure of
the Current IT
Landscape

Updates and
Learnt Best
Practices

>0
>0
>0

Architects

Designs

2RR

Project Teams

Delivery | -

(Integrated with
regular project
management)

New
Working IT
Solutions
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What EA Artifacts Are Used?

Enterprise Architecture on a Page

Business

How EA Artifacts Describe?

Business-Focused

IT-Focused

Genenic

What EA Artifacts Describe?

Rules

Structures

Changes

Standards

Enterprise Architecture

Landscapes
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Enterprise Architecture at Work

Business Capability Model

[ Business Strategy

[ oot

Goal 2

[ e )

Capability 1

Capability 2

- { oyt ]

[ Capability 2.3 J l Capability 2.4 J

Capability 3

Capability 4

{ Capability 3.1 ] { Capability 3.2 ]

{ Capability 4.1 ] [ Capability 4.2 }

Capability 3.3 ]

Capability 3.4 ]

{ Capability 4.3 ] [ Capability 4.4 }

IT Investment Roadmaps

Current Future
State 2021 ‘ 2022 2023 State
Capability 1 | Today | | ——— '_‘ Capability 1
Current Future
poliol 2021 2022 2023 fvil i
Capability 1 } Today e Capability 1
Current Future
Stote 2021 | 2022 2023 stoto 1
Capability 1 | Capability 1
i
i

|

Detailed Solution Designs

1. Brief Overview

5. Data Architecture

| =—T

[ Tanias Tableo
1. Brief Qverview 5. Data Architecture
[ Tabler 1 Table2
1. Brief Overview 5. Data Architecture
[ 7abler 1~ Taple2

1. Brief Overview

5. Data Architecture

2
| | ‘ ‘ ] i [ tables 1 Table2
Regular Important
: po ilf! uni
—_——m—_————— — 1. Brief Overview 5. Data Architecture
Capability 2 - I Capability 2 3
System 1 i Systemn 1 o Tablel | f——[ Table2
Technology Reference Model Lomtem1] Coen 1] | 1 2. Goals and Objectives e N
—_——————— i ) Columa 3:ayte [ 4 Column 3: Blob
Delivery Channels Capability 3 e : Capability 3 o 3. Detailed Requirements
System 1 N 7 4 6. Application Architecture
Technology 1 Technology 2 Technology 1 | Initiative 33 ) | 4. Solution Context 171 —
. : i :
Applications and Middleware Process 1 e
- =
Technology 1 | Technology 2 Technology 3 ] ‘ Vendor 1 ‘ Capability 4 Capability 4 B —
System 1 -_Svslem 2
- H — Client 1
Databases and Information Management System 2 [ LT 500 5 > I —F
L Internet
i 1
Technology 2 Product 1 Product 2
] [ ] [ D Croees D (D D002
Server 2
Infrastructure and Networks —_—
- - w i B
Standby
Server 2
Security and Access Management
Technology 1 I Technology 2 | [ Product 1
| Unsupported | ‘ Current ‘ -
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