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Doing enterprise-architecture

What do we do
when we’re doing enterprise architecture?

• Enterprise architecture isn’t a project
– it’s more like a way of life!

• Creating an architecture is a long-term process
– conventional: 1-2 years to start to see business-value

• BUT in these times no-one will wait for value
– so we need to do it differently from ‘the book’

• How do we get results fast? Where do we start?
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Use the TOGAF maturity-model

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

Prepare and maintain foundations for architecture

(Initial
pilot test )

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

(Start EA
dev’ment)

Prepare and maintain foundations for architecture

(Initial
pilot test )

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

(Start EA
dev’ment)

Level 1:
Ad-hoc

Prepare and maintain foundations for architecture

(Initial
pilot test )

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

(Start EA
dev’ment)

Level 1:
Ad-hoc

Level 2:
Repeatable

Prepare and maintain foundations for architecture

(Initial
pilot test )

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

(Start EA
dev’ment)

Level 1:
Ad-hoc

Level 2:
Repeatable

Level 3:
Defined

Prepare and maintain foundations for architecture

(Initial
pilot test )

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

(Start EA
dev’ment)

Level 1:
Ad-hoc

Level 2:
Repeatable

Level 3:
Defined

Level 4:
Managed

Prepare and maintain foundations for architecture

(Initial
pilot test )

Step 1: Know your business
(focus on business -purpose)

Step 2: Clean up the mess
(horizontal assessment )

Step 3: Strategy and stuff
(top-down assessment )

Step 4: Work with the real world
(bottom-up assessment )

Step 5: Pull together
(spiral-out assessment )

Maintain
the dialogue

(Start EA
dev’ment)

Level 1:
Ad-hoc

Level 2:
Repeatable

Level 3:
Defined

Level 4:
Managed

Level 5:
Optimised

Prepare and maintain foundations for architecture

(Initial
pilot test )
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Stepping-stones of architecture
TOGAF’s model has 5 levels, hence 7 ‘stones’
Each stepping-stone builds on those before:
• Prepare (and maintain) the foundations
• Step 1: Build an overview of the business
• Step 2: Clean up the mess (and keep it clean)
• Step 3: Guide and manage strategic change
• Step 4: Ensure robust resilience, continuity
• Step 5: Service the business’ deeper needs
• Maintain as an enterprise-wide shared capability
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Prepare architecture foundations
• Emphasis: support for 

whole-enterprise scope
• Examples: business, IT-, 

manual- and machine-based 
processes, capabilities, 
customer, partner, supply-
chain, shared enterprise

Purpose – strategy
People – governance
Planning – frameworks
Practice – methods
Performance – metrics

Step 1
Know your business

Step 2
Clean up the mess

Step 3
Strategy and stuff

Step 4
The real world

Step 5
Pull together

Extend

Prepare architecture foundations

(Pilot
test)
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Purpose – strategy
• Enterprise architecture acts as custodian for a 

body of knowledge on structure and purpose:
– “what structure changes do we need for this strategy?”
– “what strategy can we support with this structure?”
– “what risks, opportunities does this strategy create?”

• Provides bridge between strategy and PMO etc
-- BUT NOTE --

• IT is only one small part of the enterprise
– “typically 2% to 3% of business cost” (Paul Coby, CIO of BA)

• A real EA must have whole-of-enterprise scope
– it’s essential in long-term – so best to start there!
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Whole-of-enterprise architecture
Each EA generation has had to extend the scope:
• ‘Classic’ EA starts with IT infrastructure
• IT tech-architecture depends on applications
• Applications-architecture depends on data
• Data-architecture depends on business-info need
• Information-architecture depends on business
• Business-architecture depends on enterprise
• Enterprise-architecture defines the context
An enterprise-architecture must have whole-of-

enterprise scope – it’s not just detail-level IT!
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TOGAF and architecture scope

    Classic scope of IT-based 
‘enterprise architecture’

Requirements
Management

G.
Governance 

and 
Compliance

E.
Opportunities 

and
Solutions

C.
Develop

Data / Apps 
Architecture

A.
Architecture
Scope and 
Purpose

Preliminary:
Framework ,

Principles and 
Core Content

H.
Architecture 

Change 
Management

B.
Develop 

Business
Architecture

D.
Develop

Technology
Architecture

F.
Migration 
Planning

Business
Architecture

Data 
Architecture

Applications
Architecture

Technology
Architecture

IT
(3% of enterprise)

Everything 
not-IT ?
(97% of enterprise)
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Scope of IT in enterprise context

Whole-of-enterprise scope

Business
Architecture

Data 
Architecture

Applications
Architecture

Technology
Architecture

IT is only a small subset (not even all of Information)

Business
Architecture

Information
Integration -Architecture

Machine / Asset
Integration-Architecture

Information-Process
Detail-Architecture

Manual-Process
Detail-Architecture

Machine-Process
Detail-Architecture

People
Integration-Architecture

– three layers: Business, Integration (Common), Detail
– three columns: People, Information, Physical Assets

IT domain
(typical)
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People – governance
• Governance is well-described in TOGAF 9 spec

– Architecture Charter, Architecture Governance etc
– but EA-governance is not a subset of IT-governance!

• organisationally, EA should be outside IT, not subordinate to it

• Skillsets well-described in Capability Framework
– but will also need broad range of skills from beyond IT, 

to cover needs of much broader architecture scope

• Process-governance as per Agile, not Waterfall
– multiple, simultaneous, recursive architecture-cycles

• Will need executive-level support from the start
– will need that support to bridge across all silos etc
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Planning - frameworks
• Frameworks define structure and meaning
• TOGAF provides ‘Enterprise Continuum’

– ‘Architecture Continuum’ and ‘Solutions Continuum’
– four layers: Foundation, Common-systems, Industry and 

Organisation-specific

• Reference-frameworks define ‘bindedness’
– mandatory, recommended, suggested etc

• All items ultimately anchor to base-framework
– layers of ‘composites’ resolve to explicit ‘primitives’

• Zachman as an archetypal base-framework
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Base-framework columns

Columns need restructure to support whole-EA

At Operations level, we should be able to describe every service as:

What How Where Who When Why

Asset

What

Object
Information
Relationship

Value

(example
segment)

<asset>

(revised)

(original)

with

Function

How

Mechanical
IT-based
Manual
Abstract

<function>
do

Location

Where

Physical
Virtual

Relational
Temporal

<location>
at

Capability

Who

Rules
Analysis
Heuristic
Principle

<capability>
using

Event

When

Physical
Virtual

Relational
Temporal

<event>
on

Reason

Why

Rules
Analysis
Heuristic
Principle

<reason>
because

-- this is an ‘architecturally complete’ pattern or composite
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Base-framework segments
    Needs dimension 

of ‘segments’ 
within columns

Physical
(e.g. server)

Virtual
(e.g. data)

Relational
(e.g. employee

via contract)

Abstract
(e.g. finance)

Example 
segments

Segments are rarely 
relevant at upper layers

Segments become more 
significant in design layers

Segments are essential 
to implementations

Asset Function Location Event Decision

1: Scope

2: Business

3: System

4: Develop

5: Deploy

6: Operations

Capability

0: Universals
Columns rarely used 
in ‘Universals’ row
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Practice – methods
• TOGAF ADM as the obvious choice for method

– long-proven in IT-architecture
– ADM is designed for adaptation and extension

• Must use ADM in Agile style for rapid ROI
– business will not wait 2+ years before any returns!

• TOGAF 9 has better support for iterations
– but may not be usable out-of-the-box for Agile

• Amend fixed IT-centric scope of TOGAF 9
– ADM for whole-enterprise: Phase A=iteration scope, 

Phase B=‘as-is’, Phase C=‘to-be’, Phase D=gap-analysis
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Methods – governance for Agile EA

Statement of 
Architecture Work 
(for iteration)

Stakeholder 
review for 
‘as-is’

Stakeholder 
review for 
‘to-be’

Gap-analysis / 
requirements review

Solution design 
review

Project plan 
review

Project 
architecture 
compliance 

review

Benefits 
realisation 

(‘lessons 
learned’ etc)

Architecture Charter

Governance-artefacts
define methodology’s
phase-boundaries

C.
Develop
‘To-Be’

Architecture

B.
Develop
‘As-Is’

Architecture

D.
Conduct
Gap-

Analysis

Issues / Risks /
Requirements
Management

G.
Governance 

and 
Compliance

E.
Opportunities 

and
Solutions

A.
Architecture

Iteration 
Scope and 
Purpose

Preliminary:
Framework ,

Principles and 
Core Content

H.
Architecture 

Change 
Management

F.
Migration 
Planning
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Performance – metrics and products
• Need processes to measure benefits-realisation

– need to prove the value of enterprise architecture
– link every iteration to explicit business value

Artefacts from architecture work include:
• Models, metamodels and reference-models
• Change-roadmaps and portfolio ‘blueprints’
• Requirements-repository
• Risks, opportunities and issues registers
• Architecture-dispensations register
• Glossary and thesaurus
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Step 1: Know your business
• Emphasis: ‘big-picture’
• Examples: whole-of-

enterprise overview, end-
to-end and top-to-bottom 
integration

Step 1
Know your business

(Start
EA)

Prepare architecture foundations

(Pilot
test)

Step 2
Clean up the mess

Step 3
Strategy and stuff

Step 4
The real world

Step 5
Pull together

Extend

1A: Vision, values, 
principles and purpose
1B: The enterprise context
1C: Functions and services
1D: Architecture 
governance
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Step 1: Know your business
• 1A: Vision, values, principles

– Vision, role, mission, goal
– Values, principles, business purpose

• 1B: The enterprise context
– Compliance, constraints, standards, expectations
– Assets, locations, events

• 1C: Functions and services
– Services; functions; capabilities; the Function Model

• 1D: Architecture governance
– Creating architecture capability; creating engagement
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Function-model: tier-1 example

Accept OrdersContact 
Customer

Manage the Business

Deliver Orders

Support the Business

Process Orders
Fulfil 

Orders
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Function-model: tier-2 example

Accept Orders

Contact 
Customer

Manage the Business

Deliver Orders

Support the Business

Process Orders

Consolidate 
Orders

Manage 
Production 

Management

Manage 
Licensee

Outbound 
Operations

Manage 
Materials 

Receipt and 
Verification

Manage 
Facility 

Pre-
Production
Processing

Manage Container & 
Label StrategiesManage Vehicles

Manage Equipment and 
Equipment-Strategies

Manage 
Facility 

Property

Manage 
Relationship 

with 
Licensees

Manage 
Asset 

Service 
Providers

Manage Transport
Sub-Contracts for 

Delivery

Manage NCR-Code
Configurations

Define 
Processing 
Strategies

Define 
Performance 
Management

Manage Production
Systems Strategies

Design and 
Develop Facility
Infrastructure

Manage Production-
Planning Strategies

Manage 
Facility

Information

Manage Core
Business

Manage Post-
Production 
Operations

Setup for 
Contractor
Delivery

Manage 
Equipment 

Maintenance

Manage 
Production
Operations

Accept 
from 

Agency

Accept 
from 

Contractor

Accept at 
Facility

Accept at 
Customer
Location

Manage FinanceManage Human Resources
Manage Facility 
Administration

Manage
Materials 
Strategies

Prepare 
Customer 
Transfer

Support 
Customer 

Bulk Orders

Handle 
Customer 

Complaints 
& Inquiries

Process 
Service 

Requests

Fulfil 
Order

Prepare 
Fulfillment 
Transfer

Support Bulk 
Fulfillment 

Orders

Handle 
Fulfillment
Complaints 
& Inquiries

Process 
Fulfillment 
Requests
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Function-model: tier-3 example
Customer

OutboundInbound

Support

Transport

Process

Check and prepare 
vehicle

Road Transport 
Operations

Drop Off Orders & 
empty containers

Handle vehicle 
incidents (breakdowns, 

re-fuel, etc.)

Capture transport run 
events

Drive transport vehicle 
between locations

Pick Up Orders & 
empty containers

Complete preparation 
of orders into 
consignments 

Commence carrier 
service

Carrier staff verify 
consignment details & hand 

over consignment to 
contractor

Lodge consignments 
with carrier

Verify / accept 
consignment Visit "trans-ship" port

Complete carrier 
service

Receive & verify 
consignments

Handle consignment 
exceptions

Separate and store 
containers etc. in preparation 

for transport to facility

Domestic Carrier Transport 
Operations

Planning & Monitoring of 
Carrier Services

Determine required 
lodgement & 

handover times

Receive new/ 
updated schedules 

from carriers

Develop & maintain 
carrier lodgement 

schedules

Monitor carrier 
services & provide 
corrective action

Assess disputed/
late consignments 

Transport Facility 
Management

Time and 
Attendance

Monitoring & Control

Review Facility 
Performance & implement 

improvements

Planning & 
Scheduling

Staffing & Rostering

Manage

Stream orders 
into production 

batches

Manage batch 
containers prior 

to pick up

Consolidate 
Orders

Create & Maintain 
Facility NCR-Code 

Plans

Estimate Production 
Volumes

Plan & Schedule 
Production 
Operations

Staffing & Rostering

Time and 
Attendance

Monitor Order 
Processing

Review Facility 
Performance & imp. 

improvements

Corrective Action for 
Processing

Quality Control

Dock Management

Production 
Management

Corrective Action for 
Transport & 

Delivery

Materials 
Receipt and 
Verification

Inspection of 
inbound materials

Process “Under 
Bond” Materials

Process Hazardous 
Materials

Handover Materials 
to Warehouse

Licensee 
Outbound 

Operations

Inspection of 
outbound product

Prepare licensee 
consignment for 

despatch

Capture outbound 
volumes and 

events

Despatch outbound 
product via licensee 

carrier

Receive Transfers 
at Facility

Transfers Damage 
Check

Slotting / 
Sequencing

Interleaving

Pre-Mould Verify

Slippage 
Adjustment

Batch Alignment for 
Moulding

Pre-Production 
Processing at 

Facility

Capture Processing 
Events

Prepare Customer 
Transfer

Plan Transfer
Production

Prepare Transfer
Data

Prepare Transfer 
Production

Prepare Transfer
Documentation 

Support Customer 
Bulk Orders

Advise customer 
of bulk-order

issues

Manage 
Customer Order

Quality

Support customer 
bulk orders

Handle Customer 
Complaints & 

Inquiries

Receive & record 
notification of 

problems

Investigate & 
resolve problems

Report Status of 
Order 

Handle general
inquiries

Process Service 
Requests

Process Requests

Process Other 
Requests

Process Payment 
for Service

Consumable 
Tools 

Management

Specify Tools
requirements

Acquire & Locate 
Consumable Tools

Maintain inventory of 
Consumable Tools 

Manage & perform 
maintenance of 

Consumable Tools

Container & Label 
Management

Specify container 
requirements

Acquire & Supply 
Containers

Manage & perform 
maintenance of 

containers

Maintain inventory of 
containers

Label Policy & Design

Manage Label Stock

Specify vehicle 
requirements

Vehicle 
Management

Purchase or Lease 
vehicles (& 

accessories)

Dispose of vehicles

Maintain inventory of 
vehicles

Manage contracts 
with fuel suppliers

Monitor payments to 
fuel suppliers

Manage allocation of 
vehicles to facilities

Manage vehicle 
registration & 

insurance

Prepare claims for 
diesel & alternative 

fuel grant 

Manage 
maintenance of 

vehicles

Design, Specify & 
Evaluate New 

Equipment

Purchase/Dispose 
Equipment & 

Spares

Install & Relocate 
Equipment

Develop 
Maintenance 

Strategies

Monitor & Optimise 
Performance & 

Reliability

Equipment 
Management

Ensure Logistics & 
OH&S Compliance

Manage Equipment 
Configuration

Manage Technical 
Documents & 

Support Systems

Manage Inventory , 
Repairs & Stores 

Infrastructure

Property 
Management

Specify Property 
Requirements

Acquire Property

Dispose of Property

Manage Building 
Administration

Establish & Maintain 
Relationships with 

Licensees

Manage 
Relationship with 

Licensees

Calculate Revenue due 
from Licensees

Specify materials 
requirements

Materials 
Management

Acquire & Locate 
Materials

Maintain inventory 
of Materials

Select & Manage 
Asset Maintenance 
Service Providers 

Evaluate & select 
Asset Maintenance 
Service Providers 

Establish & maintain 
Asset Maintenance 

Contracts

Monitor Service 
Provider performance

Terminate Contract

Manage Transport 
Sub-Contractors

Maintain Contractor 
Service Information

Evaluate & Select 
Transport 

Contractors

Establish & Maintain 
Transport Contracts

Monitor Contractor 
Performance

Manage Payments 
to Contractors

Terminate Contract

Select & Manage 
Agencies

Evaluate & Select 
Agencies

Establish & Maintain 
Contracts with 

Agencies

Monitor Agencies 
Performance

Manage Payments 
To/From Agencies

Terminate Contract 
with Agency

NCR-Code 
Management

NCR-Data Strategy, 
Policy & 

Procedures

Maintain NCR 
Information

Maintain Machine 
Configuration Data

NCR Configuration 
Improvement

Manage Machine-
Specific NCR 
Configuration

NCR Code-Sharing 
Management & 

Support

Processing Policy, 
Procedures & 
Governance

Processing 
Strategies

Sorting Strategy & 
Design

Develop Processing 
Plans

Measurement of 
Service Quality

Measure Financial 
Performance

Measurement of 
Resource Utilisation

Performance 
Analysis

Performance 
Management

Production 
Systems

Initiate Project

Evaluate 
Solutions

Finalise Project

Systems support 
& maintenance

Develop / 
Enhance System

Implement 
System

Determine 
business systems 

strategies

Systems control 
& Administration

Specify Facility 
Requirements

Model Proposed 
Solutions

Select & Design 
Preferred 
Solution

Plan & Schedule 
Facility 

Development

Implement 
Facility Changes

Construct 
Facilities & 
Equipment

Facility / Infrastructure 
Design & Development

Production 
Planning

Determine prod’n 
strategy & 
direction

Capacity Planning

Investment 
Planning

Determine prod’n 
principles & 

policies

Legislative 
Compliance 

Develop & maintain 
Dangerous Goods 

policies & procedures

Production 
Capability 
Analysis

Manage Facility 
Information

Define Costing 
Reference Data

Maintain Prod’n 
Structure 

Information

Define terminology, 
& codes

Manage barcoding 
standards, formats 
& characteristics

Manage central 
storage of event 

information

Manage 
inventory of 

scanners

Manage central 
storage of production 

volumes

International Carrier
Transport Operations

Receive inbound 
containers at origin 

port

Handover outbound 
containers at 

destination port

Transport bond 
containers from origin 
port to destination port

Manage Core 
Business

Develop Business 
Strategies

Manage business 
performance & 

operations

Co-ordinate 
Projects

Develop Business 
Plans

Manage Projects

Develop business 
perf. measures

& targets

Receive Container 
from Contractor 

Drop-Off

Setup for
Contractor

Delivery

Receive Misdirected 
Container from 

Contractor

Deliver Container 
via Contractor

Record errors & 
notify customer

Store articles 

Verify Customer 
Pick-up

Handle 
Undeliverables 

(including missorts)

Calculate Priority 
Delivery Charge

Capture Contractor 
Delivery Events

Despatch Container 
for Contractor

Pick-Up

Handle delivery 
vehicle incidents 

Check & Prepare 
Delivery Vehicles 

Document Handover 
to Transport

Driver

Capture
Non-Contractor 
Delivery Events

Setup for
Non-Contractor

Delivery

Handle Customer 
Returns

Deliver Container to 
Customer

Operate Vehicle for 
Transport Runs

Drop Off / Pick Up at 
Facility Depot

Establish 
Production Volumes

Time and 
Attendance

Monitor Post-
Production 
Operations

Corrective Action

Review Facility 
Performance & 

Implement 
Improvements

Manage Post-
Production 
Operations

Staffing & Rostering

Plan & Schedule 
Operations

NCR-Code 
Updates

Capture Machine 
Configuration 

Changes

Capture Tool 
Changes

Capture Machine 
Changes

Capture and Notify 
NCR-Code Changes

Equipment 
Maintenance

Plan & Schedule 
Equipment 

Maintenance

Perform & Reord 
Equipment 

Maintenance

Correct & Record 
Equipment Faults & 

Parts Usage

Monitor & Report 
Maintenance 
Compliance 

Modify Equipment

Optimise 
Equipment 

Performance & 
Reliability 

Handle Non-Valid 
Orders

Machine 
Preparation

Moulding

Capture volumes 
& machine 
statistics

Prepare agency 
consignments

Prepare product 
for road transport

Production 
Operations

Capture 
production events

Inward Dock 
Operations

Initial Preparation

Move Product 
between 

processing steps

Order 
Configuration

Machine 
Production

Manual 
Preparation

Capture Order

Assemble Order

Prepare order 
documentation

Accept from 
Contractor

Accept Agency 
Order

Capture inbound 
order events

Receive inbound order 
from agency

Print & apply 
agency identifier 

labels

Reconciliation of 
agency bills & 

orders

Record agency 
order violations

Handover order 
documentation to 
transport driver

Receive Order 
Lodgement

Accept at 
Facility

Receive electronic 
order via internet

Process electronic 
order via email

Verify Order

Preparation & 
Streaming

Handle Rejected 
Orders

Capture Order 
information

Process Payment 
for Order

Handover Order 
to Transport 

Driver

Capture actual 
acceptance 

events

Verify Order

Accept at 
Customer 
Location

Finance

Provide Financial 
Analysis & Direction

Support Business 
Cases

Produce budgets & 
forecasts

Manage Financial 
Policy & Procedures

Record & monitor 
expenditure

Human Resources

Succession 
Planning Recruitment Maintain employee 

records
Occupational Health 

& Safety Operational Training Leave 
AdministrationStaff Development Industrial Relations

Facility Administration

General 
Administration

Perform & Manage 
Stores Function

Manage Technical 
Documents

Maintain Technical 
Help Desk

Capture 
Consolidation 

Events

Accept Inbound
Requests
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Step 2: Clean up the mess
• Emphasis: ‘horizontal’
• Examples: optimise 

systems, reduce 
redundancy

Step 1
Know your business

Step 2
Clean up the mess

(Start
EA) L1

Prepare architecture foundations

(Pilot
test)

Step 3
Strategy and stuff

Step 4
The real world

Step 5
Pull together

Extend

2A: Business-systems 
and information-systems
2B: What do we have?
2C: Guiding the process 
of change
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Step 2: Clean up the mess
• 2A: Business / information-systems

– Business systems; identifying business-systems; 
modelling individual business-systems

– Information systems and ‘single source of truth’; 
identifying single-source-of-truth

• 2B: What do we have?
– Assessment for rationalisation: iteration-scope; as-is; 

to-be; gap-analysis for requirements
– Implementation for rationalisation: solutions; projects; 

development and deployment; lessons-learned

• 2C: Guide the process of change
– Guiding compliance to architecture roadmap
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2B: What do we have?  [1]
Assessment phases (under architecture governance):

• Phase A: define scope for rationalisation
– typically defined by boundaries of Business System etc

• Phase B: inventory the existing items in scope
– develop an ‘as-is’ inventory of the respective items

• Phase C: identify the required rationalisation
– develop a ‘to-be’ inventory of the respective items

• Phase D: establish gaps, change-requirements
– identify requirements, risks and responsibilities

Note difference to TOGAF here – not centred on IT



the futures of business 
29 Apr 2009 (c) Tom Graves / Tetradian 2008 25

2B: What do we have?  [2]
Implementation phases (under programme governance):

• Phase E: outline required rationalisation action
– guide handover of requirements to solution-architects

• Phase F: assist detailed rationalisation-design
– provide architectural guidance during detailed-design

• Phase G: assist rationalisation implementation
– provide architectural guidance during gateway review

• Phase H: do rationalisation ‘lessons-learned’
– benefits-realisation and lessons-learned

These phases remain similar to those in TOGAF 9



the futures of business 
29 Apr 2009 (c) Tom Graves / Tetradian 2008 26

2C: Guide the process of change
Guiding compliance to architecture roadmap:

• Assist in defining requirements for change
– (equivalent to Phases A-D)

• Assist in solution-architecture
– (equivalent to Phase E)

• Assist in detailed project-design
– (equivalent to Phase F)

• Review and advise in project implementation
– (equivalent to Phase G)

• Review ‘lessons-learned’ from project
– (equivalent to Phase H)
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Step 3: Strategy and stuff
• Emphasis: top-down
• Examples: impact of 

strategy, change of 
regulation, service-design

Step 1
Know your business

Step 2
Clean up the mess

Step 3
Strategy and stuff

(Start
EA) L1 L2

Prepare architecture foundations

(Pilot
test)

Step 4
The real world

Step 5
Pull together

Extend

3A: Expand out from IT
3B: This goes with that
3C: Abstract-services
3D: Compliance and quality
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Step 3: Strategy and stuff
• 3A: Expand outward from IT

– The enterprise as whole - extending scope-awareness; 
including people and ‘things’ in the architecture

• 3B: This goes with that
– Strategy drives change; innovation invokes strategy

• 3C: Abstract-services
– Technologies and trade-offs; services in abstract; 

services for real

• 3D: Compliance and quality
– From value to quality; pervasive-services; develop 

awareness; develop capability; verify and audit
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Step 4: Work with the real world
• Emphasis: bottom-up
• Examples: disaster-

recovery, risk-assessment, 
run-time load-balancing

Step 1
Know your business

Step 2
Clean up the mess

Step 3
Strategy and stuff

Step 4
The real world

(Start
EA) L1 L2 L3

Prepare architecture foundations

(Pilot
test)

Step 5
Pull together

Extend

4A: Design for service 
flexibility
4B: Plan for business-
continuity
4C: From qualities to 
values
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Step 4: Work with the real world
• 4A: Design for service flexibility

– Design for escalation; the service of escalation
– Design for resilience; the services balancing-act

• 4B: Plan for business-continuity
– The impact of disaster; impact from the bottom up; 

the impact dashboard
– Fail-safe and safe-fail; design for failure

• 4C: From qualities to values
– Quality in practice; connecting to quality
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Step 5: Pull it all together
• Emphasis: ‘spiral-out’
• Examples: data-quality, 

service-management 
planning, business ‘pain-
points’

Step 1
Know your business

Step 2
Clean up the mess

Step 3
Strategy and stuff

Step 4
The real world

Step 5
Pull together

(Start
EA) L1 L2 L3 L4

Prepare architecture foundations

(Pilot
test)

Extend

5A: The service-oriented 
enterprise
5B: Dealing with ‘wicked 
problems’
5C: Enhancing enterprise 
effectiveness
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Step 5: Pull it all together
• 5A: Service-oriented enterprise

– Everything is a service; interdependencies of service
– Being of service; responsibility, capability as services

• 5B: Deal with ‘wicked problems’
– Tame-problems and wicked-problems

• technical complexity interacts with social complexity

– Identifying ‘wickedness’; resolving wicked-problems

• 5C: Enhance effectiveness
– Enhancing effectiveness

• keywords: efficient, reliable, elegant, appropriate, integrated

– Reviewing effectiveness, enhancing agility
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XA: Hands-off architecture
XB: Architecture as 
relevance

Beyond level 5: What next?

Step 1
Know your business

Step 2
Clean up the mess

Step 3
Strategy and stuff

Step 4
The real world

Step 5
Pull together

Extend

(Start
EA) L1 L2 L3 L4 L5

Prepare architecture foundations

(Pilot
test)

• Emphasis: integration
• Examples: architecture as 

an enterprise-wide 
responsibility
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Beyond level 5: What next?
• XA: Hands-off architecture

– Preparation for hands-off architecture
– Project-gateway notification and response
– Project-completion review

• XB: Architecture as relevance
– Conferences
– Communities of practice
– Communication
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Summary: Doing whole-enterprise EA

• Adapted TOGAF-ADM for whole-enterprise EA
– restructure of Phases A-D to resolve IT-centrism

• Extended-Zachman as base-framework for EA
– complete coverage of full whole-of-enterprise scope

• Agile-style model permits rapid return-on-effort
– consistent for all architecture-iteration timescales

• TOGAF maturity-model as ‘stepping-stones’
– gives graded plan for whole-enterprise architecture

• Proven in real-world practice in and beyond IT
– logistics, utilities, government, telco etc
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Stepping-stones of enterprise architecture

Any questions?

(or answers, perhaps?)

Thank you!
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Resources: “Tetradian Enterprise Architecture” series

Books on enterprise-architecture by Tom Graves:
• Real Enterprise Architecture: beyond IT to the whole 

enterprise
• Bridging the Silos: enterprise architecture for IT-

architects
• SEMPER and SCORE: enhancing enterprise effectiveness
• Power and Response-ability: the human side of systems
• The Service Oriented Enterprise: enterprise 

architecture and viable systems
• Doing Enterprise Architecture: process and practice in 

the real enterprise

See tetradianbooks.com for more details.
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