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ARCHITECTING ENTERPRISE TRANSFORMATIONS


“I have known Suresh since 2007 when he first joined The Open Group as a member. Up until I retired I knew him as an evangelist of Enterprise Architecture. With this book, he seeks to reach a wider audience and give them an insight into its benefits.”


—Allen Brown, Rtd., CEO and President, The Open Group


“This is a very comprehensive book that masterfully balances theoretical rigor and practical application. It is a must-read for anyone looking to deepen their understanding of the principles and best practices of Enterprise Architecture. With clear and concise writing, the content is accessible to both seasoned professionals and those new to the field. The depth of knowledge and insights shared by Suresh are remarkable and provide a solid foundation for driving organizational change and improvement. This book is an invaluable resource for anyone looking to optimize their Enterprise Architecture and design systems that are scalable, resilient, and aligned with their business goals.”


—Mahesh Mirchandani, CTO, TruDoc, UAE


“The discipline of Enterprise Architecture is comprised of synthesis, analysis, and strategy. It involves taking the best thinking that the industry has, marrying it with a mercurial technology landscape, and overlaying an ephemeral business strategy in order to generate clarity of direction that paves the way to execution. Suresh is able to take the reader on the journey from EA framework selection through strategic planning by integrating current EA thinking with years of practical experience. This book is a great reference for executives trying to quantify the value of EA, new EA practitioners seeking to understand the history of the field, or seasoned EA veterans seeking a new perspective.”


—Joseph Blaszczak, Senior MTS, Director Enterprise Architecture, T-Mobile, USA


“This is a very valuable book that I wish I had in my hands years ago when I was an aspiring young architect, trying to find my place in the enterprise and do my job the best way possible. It would have saved me lots of headaches, confusion, and futile fights in my career. This book raises awareness of Enterprise Architecture among professionals in the industry, aligns their expectations, and puts it in a proper perspective. Just like a linguist, the author has found the most versatile language to build a common ground for that understanding and convey the principles and basics of Enterprise Architecture in a way fathomable by every actor in the enterprise. Through a series of real-life examples and approaches to structuring and presenting complex information in a concise manner, the author proves Enterprise Architecture is vital to achieving enterprise flexibility, sustainability, and in many cases survival. I recommend this book to all C-level professionals who need to know what a powerful tool Enterprise Architecture is, to all middle managers who wish to achieve better enterprise efficiency, and, of course, to all aspiring young architects trying to find their place in the enterprise and do their job the best way possible.”


—Emanuil Donchev, CTO, Effortel Technologies SA
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INTRODUCTION


A NEW BLUEPRINT


At some point, most of us have stood at the base of a skyscraper and stared up in awe at its towering form. There is a sense of wonder that not only was this building constructed but also that it started out as an idea, a few lines drawn on a blueprint. And then this blueprint was transformed through hundreds of hands and thousands of materials into reality.


Most business leaders I meet understand the premise and importance of architecture. They realize that before they can build, they need a design. They spend hours thinking about the purpose of the building, the exterior design, the layout of the interior, and how the building will benefit the business and enable them to fulfill their mission in a practical sense. The blueprint set in front of them by the architect makes the building feel real before even an ounce of concrete is poured for the foundation.


No doubt there is a very clear and tangible connection for leaders when they align the structural architecture with their business needs. They have to think about the square footage needed for staff, how many offices or cubicles are required, how much storage space is needed, where conference rooms and corner offices will be assigned. Therefore, it is not too challenging for leaders to think of the blueprint and not only imagine what will be built but also identify the best design for the enterprise’s needs.


However, the problem I see most often among leaders is not one that concerns any physical building. Instead it boils down to a disconnect between how they design, plan, and implement Enterprise Architecture—that is, a thoughtfully considered framework of how the enterprise can not only carry out its best work but also enable transformation.


In short, companies need a new blueprint—one that will lay out all of the business needs, goals, and resources and align those to the long-term goals of the business. In other words, regardless of what kind of physical architecture the business inhabits, a more important question is what the Enterprise Architecture looks like. This encompasses everything from the desired state of the business to meet changes to what technology is needed to carry out business. After all, technology can help a business face many types of changes, whether they involve digital transformation, changes in the market, or even changes in customer expectations. This alignment of business and technology to transform the enterprise from its current state to a more optimal state is the primary purpose of Enterprise Architecture, or EA, as I will routinely refer to it throughout this book.


Since Enterprise Architecture is still a relatively new field, it deserves some explanation. My own journey with EA began over thirty years ago, when I was a postgraduate student in India working in civil engineering and architecture. In that job, I was applying artificial intelligence concepts to optimize the design of steel structures, long before AI was widely known as it is today.


While this preceded me becoming an Enterprise Architect myself, it is this central idea of optimization—finding the best way to accomplish a goal—that is at the heart of Enterprise Architecture. In that role, I was helping carry out the vision of a physical architect in constructing their design while using technology as a means to a better way of fulfilling the design. Looking back, I can see how this was laying the foundation for what I help businesses do every day.


After moving to the United States, I became a consultant and IT architect for Compuware, helping other major companies like General Motors optimize their tech solutions as IT became more essential to the efficiency and profitability of the company. One of the great advantages I received from my time at Compuware was gaining experience in helping diverse companies across many industries develop individualized solutions. I learned that, like many things in life, there is no such thing as a one-size-fits-all approach. Rather, the best solutions are tailor made to the organization. This requires more time and effort and certainly a more intimate understanding of the organization but proves to yield the greatest results and rewards. It was this realization coupled with my experience that led me to becoming a pioneer in the world of EA.


During my time at Compuware, I was part of a team hired by GM as Enterprise Architects to establish an EA practice there. Very few organizations were doing this at the time, so we were one of the first to perform this service on such a large scale. Up until that point, my work had always been focused on the IT components of a business, but I had seen how IT cannot be optimized on its own separate from other business structures—rather, it must be driven by the needs and goals of the business itself.


This made me realize that what we were doing was not enough moving forward. We needed a full-fledged, holistic approach to the emerging field of Enterprise Architecture. In 2006, after the GM project had concluded, I was subcontracted by DaimlerChrysler as an Enterprise Architect, and it was then that I founded SNA Technologies, which would practice EA solutions in a holistic manner. Since then, we have been on the front lines of helping businesses of all sizes establish a framework of solutions to help them carry out their mission on a long-term basis and, ideally, to be prepared for the unexpected.


So as Enterprise Architects, our job is to help enterprises architect the best version of their business—and then guide its transformation into the new version of the business to better accomplish their long-term goals. This goes far beyond traditional architecture, which only looks at the building because a building is only one part of a business, and more and more, we see entrepreneurs launching businesses without a physical brick-and-mortar building per se. In our increasingly remote work world existing within a globalized economy, enterprises have to find new ways to adapt to business transformations to position themselves for success. Simply put, the goal of Enterprise Architecture is to help an enterprise find the right direction to that success—and inevitably, technology plays a huge role in that process.


It is one thing to know and implement IT solutions for an enterprise. It is a whole other matter to align those solutions in the most optimal way, to process through what tools will amplify the productivity of the team over time and understand what operational standards must be met. I have seen firsthand that there are intelligent people who know the latest technology and how to use it, but the real matter is whether or not these professionals and their clients have answered these core questions:


• Did we look at all the options available to the enterprise?


• Which option is the best one to meet the enterprise’s needs?


• Are there any standards that must be followed?


• What will help the enterprise best adapt for the future?


Now let us return to the image of that skyscraper towering above us. In a similar way that the structural architect must think of every aspect of how the building is designed, the Enterprise Architect bears the weight of knowing every aspect of the client’s needs to help their enterprise succeed. The holistic view is one that does not concentrate only on the IT aspects of the business but also incorporates the client’s business plan, their products, the practical needs of the enterprise’s various components, the view of the customer and their long-term goals, and the path of transformation to meet those goals.


A successful Enterprise Architect creates a better business plan by looking at how and what needs to be done to help the organization accomplish its goals, creating a full-fledged plan, and then ensuring that the solutions are built in a systematic way that will be long-standing, not just a temporary bandage for today’s problem—or only focus on today’s “shiniest” new piece of technology. Ultimately, this full-scale and systematic approach will help the enterprise become more Agile in finding solutions and optimizing as new changes come their way.


One problem I see nowadays is that the EA conversation rarely begins at the level of the C-Suite. Too often, it is someone in middle management who wants to bring an EA strategy into their organization, and they must then struggle and fight an uphill battle to convince the C-Suite that it should be prioritized and is in the enterprise’s best interest. Because EA is still a new concept and has not been a regular part of the business development conversation, it can be a challenge for the C-Suite to prioritize it in the same way that they would prioritize a blueprint for a new headquarters.


They believe the myth that technology is only for the “tech-savvy” people to make decisions about and silo it off into its own corner rather than seeing how it needs to be integrated with strategy. But if the C-Suite can champion the importance of EA and how a new blueprint for optimal business functioning can make the organization more streamlined, more efficient, and more productive, then there is a higher chance of success for everyone involved.


Enterprise Architecture can feel overwhelming, especially for executives who do not consider themselves tech savvy. But the good news is that you don’t have to have all the answers or know everything because the EA process is designed to help guide you to the best answers for your enterprise.


As a pioneer in the field of Enterprise Architecture, my goal with this book is not to overwhelm you but rather to give you a practical overview of EA so that you can evaluate how a thoughtful and comprehensive EA plan can benefit your enterprise, no matter what size it is or what industry. I hope to remove some of the mystery and confusion around EA so that you can better grasp how various EA frameworks can be customized to make your enterprise more efficient, productive, and Agile. In short, you do not need to be tech savvy or have mountains of IT experience to understand EA; you only need to have the interest in how it can improve your business.


In the chapters that follow, we’ll look at how to bridge the gap between the various disciplines of EA while also providing some guidance on how all aspects—from strategic planning to operational needs to the implementation of new applications—can be accomplished in a more seamless manner. Not only should this remove some of the stress from the strategic planning process, but it also should create a roadmap you can follow for future innovation.


In the current global climate, organizations need an effective EA strategy more than ever before, not as a one-time project but as an ongoing process in business planning. In fact, the most recent COVID-19 crisis has made it incredibly clear how vital EA has become as organizations, including the highest levels of government, had to quickly adjust and create new technology solutions to carry out essential functions in the face of the unexpected.


While this new blueprint will not lead to a shiny skyscraper that crowds will stand in awe of, it can lead to a better business design that you as a leader can be proud of. But just as a structural blueprint is expected to be acted upon, so is an EA blueprint. When executed properly, EA has the potential to not only increase an enterprise’s effectiveness but also a leader’s confidence in the work that is being accomplished day in, day out. Unlike traditional blueprints, the EA blueprint is alive, adapting to changes along the way and growing with the enterprise. It is not a finite project like a skyscraper, but it outlines an infinite path to continuous improvement.
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CHAPTER 1


THE STATE OF ENTERPRISE ARCHITECTURE


A few years ago, we were approached by a new client facing a rather unique problem—or rather, a set of problems. For the sake of anonymity, I’m going to refer to them as Southeast Regional Bank. They were a regional bank that was made up of several businesses: a retail bank, a corporate bank, a lending company, and an insurance investments group, which was subdivided into an insurance products company and an investments company. To complicate things further, they were partnering with two external organizations: one for issuing credit cards and another assisting with the investments unit.


Their greatest concern was the fact that each of these units of the enterprise operated independently as separate silos that did not communicate or cross over with one another. As such, each unit had its own separate customers, differing business processes, and different technology being utilized, from their customer databases to office applications. In other words, there were many moving parts and no clear cohesion to those parts.


This snowballed into a laundry list of concerns: they had no holistic strategy, their financial reports were six months out of date, they had no single view of their customers and no management control, they were lacking in enterprise-wide leverage, and they desperately needed a review and update of their business requirements through a single architectural approach.


Their long-term view was to consolidate all these siloed units so that the enterprise could become a one-stop banking shop for customers utilizing a federated business model, standardizing their processes, and streamlining their financial reporting. Not only would this allow them to become more efficient, but it would also allow them to grow their business through a common customer view and bundling of products and services.


Now if that gives you a headache, then perhaps it is best I don’t get more detailed since this is a simplification of their problems. After all, where does one even begin to unravel all these moving parts? How would they continue to serve customers and maintain profitability when so much transformation was needed?


Yet that is exactly the aim of Enterprise Architecture (EA).


If it is still a new term or concept for you, then you are in good company. When I inform people that I am an Enterprise Architect, it usually requires some clarification. For one thing, EA is a business discipline critical for strategic planning in which we focus on solving business problems while also centering on organizational alignment. While this includes the consideration of IT solutions, it looks beyond the technology itself and examines every component of an enterprise to optimize the organization as a whole. In other words, it’s not about reinventing the wheel per se but making the wheel roll better and in the right direction.


When I founded SNA Technologies in 2006, I wanted to ensure that we would help our clients by customizing EA concepts to their organizational dynamics, culture, and long-term goals. This means developing an intimate knowledge of the clients’ needs to not only guide them in the process but also to adapt EA strategies through action-based steps that will solve whatever problems they may be facing.


As I introduce you to the world of EA throughout this book, we will return often to the story of Southeast Regional Bank and show how they applied an Enterprise Architecture strategy to help them streamline their processes, grow in efficiency and communication, and ultimately help them become more Agile and innovative in serving their customers.


The Basic Elements of Enterprise Architecture


In taking a holistic view of an organization, one must first understand that Enterprise Architecture can be divided into four architecture domains as described in the following chart:
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While every enterprise can be broken down and assessed through these four domains, not every EA initiative will impact all four domains. Therefore, if a specific aspect of the business does not have any IT applications involved, it can be optimized without having to touch on the technology domain. But as we go through the EA process, you will see how these domains are often linked—and should be linked—when optimizing the enterprise.


These domains are especially important to keep in mind as we look at various Enterprise Architectures and reference architecture frameworks in the following chapters, especially since not all EA systems consider each domain equally. A “mature” architecture framework is one that considers all of these domains, while a “less mature” architecture framework may not.


Now back to the case of Southeast Regional Bank for a moment. From a business perspective, they had both external and internal drivers for change. Internal drivers for them included a desire to achieve cost efficiency and also cross-selling and bundling products, while there were also external drivers like customer demands, competition, laws and regulations, and market conditions.


Each of these drivers links to an enabler—that is, a solution that will enable each of the drivers. For example, take the driver of “cost efficiency” mentioned above. To achieve this, they would need to restructure automation systems, making it the enabler. In the case of the driver of “cross-selling products,” they needed to have a 360-degree view of their customers, so they needed a CMS that would enable a single view of the customer.


Once we understand an enterprise’s drivers and enablers, optimization begins with identifying the specific needs across the four domains. For the sake of simplifying things, we will just focus for now on Southeast Regional Bank’s goal of improving the timeliness of their financial reporting.


• Business: Improve timeliness of financial reports from business units to corporate.


• Data: Synchronize data reporting systems across business units.


• Application: Research the applications that could be used for synchronization.


• Technology: Identify the specific tech that will be deployed for report synchronization.


From there, three levels of architecture are identified:


• First Level: Strategy Architecture—Enterprise Level


• Second Level: Segment Architecture—Divisions of the Enterprise (e.g., Human Resources, Sales, Customer Service)


• Third Level: Capability Architecture—Project Level (e.g., reorganization of a division, creation of new reporting process, deployment of new technology solutions, etc.)


These levels will define the Strategy Architecture Roadmap developed to segment the initiatives and construct a timeline of capabilities and work packages to be performed. In the case of Southeast Regional Bank, their roadmap consisted of a three-year plan to accomplish all of the initiatives and enterprise optimization. I hope that this fact alone is proof of how detail oriented and specific the process of architecting an enterprise is. It’s not an overnight quick-fix project but a thorough and thoughtful process that can revitalize and empower the enterprise for the long term.


The Evolution of Enterprise Architecture


Before we can discuss these elements in more detail and how they can impact your organization, I believe it’s important to first show you the evolution of EA since its inception in the ’90s up to its current state today. As I see it, there have been three stages in the evolution of Enterprise Architecture, each one of them prompted by a financial crisis occurring in the modern tech era.
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These stages are most easily marked by the “dot-com bubble burst” of the early 2000s and the Great Recession of 2008. Each of these crises, as difficult as they were, has served as proof that organizations with an established EA strategy are more adaptable and therefore more likely to survive that crisis.


ENTERPRISE ARCHITECTURE 1.0: LATE 1980s TO 2000


The ’80s and ’90s were a massive turning point for the intersection of technology in both personal and professional settings. This era saw advancements in telecommunication, the normalization of the PC in middle-class homes, the birth of the internet, and new software applications like Windows 95, which standardized workplace functions for greater efficiency. It is this collection of changes that gave birth to the concept of Enterprise Architecture.


More than anything else, this time period marked an overlapping of business and technology not dissimilar to the Industrial Revolution, when businesses willing to “upgrade” could move ahead and those failing to adapt fell behind or were replaced by more innovative enterprises. Ultimately, this era was one when IT had all the money and the power, as the business sector listened to IT rather than the other way around.


As such, this phase of EA was predominantly focused on the domain of technology architecture and how to integrate tech solutions into the business on an ad hoc basis. There was no planning involved in the implementation of technology, no strategic planning—enterprise transformations were driven by a simple eagerness to implement the latest technology available. As such, the predominant line of thinking was that if the business had the money to build or incorporate IT systems, then they did so.


Typically, this meant that the EA planning—if it was happening at all—was only occurring at the Business Level and would not necessarily “trickle down” to the implementation or Operational Level of the enterprise. This era was defined as a very siloed view of the enterprise, which was focused purely on optimizing the technology infrastructure in which the top-level execs may have had a plan, but it was not communicated well throughout the layers of the organization, nor was there always a clear purpose in the changes being made.


Therefore, the implementation of new technology didn’t always work and could actually lead to inefficiencies since the strategies were ill conceived or forced upon workers without explanation on the “why” of the new technology. For example, the C-Suite may have been clear and unified among themselves about the advantages of the new technology, so they assumed that middle management and the lower levels of the business would automatically understand these advantages too. In that process, the strategies and purpose were lost in translation, and ultimately, the actual implementation of the technology ended up being different from what leadership originally had in mind.


For example, let’s imagine for a moment that it’s 1996, and a midsized manufacturer decides to implement and launch a company-wide email system because they have some surplus in the budget to try something new, and the COO has had some positive experience with personal email. For upper-level management, the advantages of this are obvious: communication between departments can be sped up, and they can document correspondence within the company with a higher level of efficiency and transparency. As such, they make assumptions that the rest of the company will understand this.


However, some members of middle management dislike the change, and they see nothing wrong with the old way of doing things. To them, it seems like not only an unnecessary expense but also a disruption to productivity, as they have to learn a new system in which they have to type in login credentials, type the message, and wait for the reply, instead of just picking up the phone to call someone’s direct extension as they have always done. To them, it just feels like the executives are making it harder for them to get their job done. Over time, upper management grows frustrated that lower levels won’t use their email, and the lower levels complain to each other about “corporate interference,” furthering the divide between management and staff, leading to loss of productivity and turnover issues.


Yes, in the end, email will win and be adopted by all members of the organization, but the implementation will be slower than intended by the C-Suite and with more bumps and conflict than if they only had spent the time to develop a strategy and invested more time in communicating that strategy. These are the types of “growing pains” that showed the necessity for a more fully realized Enterprise Architecture through developing a blueprint for implementation that could align new technology with business processes and procedures.


As you will see, this initial phase of EA was lacking in several key components that would come into later phases, including the following:


• Documentation to translate these strategies at all levels of the enterprise


• Identification of the building blocks needed to accomplish the strategies


• Methods to prove the assessment of those strategies to mitigate the potential risks before embarking on the implementation


ENTERPRISE ARCHITECTURE 2.0: 2000 TO 2020


As the new millennium arrived with its fears of Y2K, enterprises of all shapes and sizes were implementing technology into every aspect of their business. EA was still in its infancy, as organizations developed their own methods for incorporating technology—but with no holistic view for doing so.


Then came the infamous “dot-com burst,” which led to a sudden hesitancy among leaders in how they would implement technology moving forward. People started to look into EA a little bit more seriously, as they wanted to make sure they optimized their IT options through more thoughtful processes and decision making. Business leaders realized their IT expenditures were humongous and that they were spending too much on IT.


With this realization came another: that there was no way to optimize IT without optimizing the business, since the purpose of IT was to enable the business. Rather than automatically taking their cues from the IT industry, as had occurred in the ’90s, leaders started to consider what the business was trying to accomplish and then develop IT systems aligned to those business needs.


This helped lead to the rise of the modern IT professional, as it couldn’t be expected for a C-level executive to make all tech decisions for a company and keep up to date with the rapid changes occurring in technology. This is the point where we saw upper management begin to disengage from technology-based decisions and defer to the knowledge of others better versed in the tech realm.
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