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*® Does All of Your Organization March/to

the Same Tune?

* Projects with conflicting objectives?
e Business units with inconsistent strategies?
e Resources allocated in an ad hoc fashion?

Unseen and unplanned conflicts threaten success.
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All too often, different business units within an organization work in an uncoordinated fashion, frequently with harmful results to the organization as a whole. Not only does this occur at the business unit level, but it can also occur between different locations and different projects. To make matters worse, often there is no awareness of these conflicts. They happen because there is limited or no visibility of what is happening across the organization.
This suboptimal behavior has a number of causes, but a major contributor is that there is no unified view of how the organization should work. The role of enterprise architecture (EA) is to design how the business, information, technology and solutions should work together to best progress the interests of the organization. These goals and some broad guidance on how they are to be achieved should be set out in the business strategy. Those environmental trends that influence the operation of the business (competitors, regulatory regimes, others) and technology should also be considered.
This leads to a collaborative blueprint for the organization and to better decision making across the entire enterprise.
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Key Issues NG,

1. What is fractured execution, and why is it a
problem for business and IT?

2. How can a unified (business, EA and IT)
approach to strategy increase business impact?

3. How can architects lead a unified approach to
strategy and what tools can they use?

Gartner
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When it comes to executing against strategy — or more often, the failure to do so — there are generally two factors involved. The first has to do with the fact that business goals and strategies are often NOT articulated — at least not in clear, actionable, measurable terms. When this happens, critical functional disciplines must extrapolate. Because they have different perspectives and drivers, these independently interpreted goals inevitably proceed on separate trajectories. When different trajectories are pursued, interdependencies are not addressed. The second pertains to the fact that most organizations have created competency centers around things such as enterprise architecture, portfolio management, program management and business process improvement, but they are organizationally disconnected. Yet, their success depends on tightly coupled processes. Most enterprises fail to recognize these interdependencies, so each discipline is an island unto itself. When each is also left to extrapolate the enterprise strategic intent and pursue its own agenda, collisions inevitably occur at handoff or transition points. The result is a "who's on first" debacle of conflicted priorities made more difficult by the inevitable instinct of leaders to protect their turf. At this point, the strategy fails. In contrast, we offer a suggested approach for developing a consistent view of strategy and an integrated approach to execution planning that ensures all the functional entities impacted by a strategy are pulling in the same direction.
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Generally, functional units are left to independently interpret strategic intent. When they do so, they inevitably emphasize different priorities, develop independent assumptions, and pursue a path with their own constraints and objectives in mind. All of this means that interdependencies across functions at best go unaddressed and at worst create conflicts — often after a great deal of financial and emotional investment has occurred, rendering the players deeply invested in their own myopic views. At this point, it is almost impossible to find a way back to a cohesive and collaborative view of what the business is trying to accomplish and a consistent approach to getting there. The business that wants all its moving parts straining in the same direction must take proactive steps to ensure that occurs, which can be summed up by a consistent approach to operational planning and sharing of information across functions at critical junctures.
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The scope of enterprise architecture artifacts is vast, spanning a range of topics related to the business viewpoint, the information viewpoint, the technology viewpoint and solutions. It should also include information related to the business strategy, the business environment and the technology environment. 
Once a body of architecture work has been completed, understanding and relating this information can be challenging. However, the information can also occur in several "dimensions" representing various future-states (for example, in three months and in six months) as well as the current state. For a complex organization with a federated architecture, additional dimensions might also represent different business units and geographies.
This information must be captured either directly or from a tool used for other purposes. It must also be communicated to a range of stakeholders in a variety of ways — both graphical and textual.
Having structured and related enterprise architecture information, it can be analyzed and presented in ways that address the needs of various stakeholders. Common analyses used by enterprise architects include impact analysis, where the relationships between various artifacts are explored, and gap analysis, which shows the differences and similarities between two configurations of the architecture.



IT Spins Its Wheels

Due to:

* Wide diversity of technology to
support

- Where the diversity has no business
benefit

« Multiple applications performing the
same function

- These need to be maintained and
enhanced

 Fragmented and inconsistent data
- Obstructing a holistic view

- Uncertain lineage

- Unreliable currency
Gartner
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Primary Elements of Strategic Al_i_g_nm_ent._'

Business
Environment

Technology

Enterprise Environment

Program
Management
Office

Enterprise :
: Enterprise
Portfolio .
Architecture
Management

Value derives from the synergy of three complementary disciplines.
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Four primary elements contribute to the formulation and implementation of the business strategy:
Enterprise strategy and planning articulates the vision for the organization as well as provides broad guidance on how the vision will be achieved. 
Enterprise architecture sets out the future-state target for the business, information, technology and solutions and provides guidance on how the gap between this future state and the current state will be bridged.
Enterprise program management office manages the program/project portfolio, including funding and resourcing.
Enterprise portfolio management has responsibility for overseeing the coordinated planning and management of portfolios of IT assets, including hardware, software and applications. 
These disciplines are not one-time events — they are involved in a continuous process!
Integration and continuous realignment between the business and the IT organization require management discipline.


Strategic Integration is the Solution

Strategic integration means ... | Taking some concrete steps

Clarify business context with a
unified view of strategic objectives,
assumptions and implications.

An actionable articulation of
business strategy, goals and
objectives

A standardized, integrated, Integrate and iterate planning cycles.
‘ results-based management
methodology

Exponentially greater benefit Take an aspect-oriented approach
‘ realization from enterprise to articulating the future state.
capabilities and investments

(M x N rather than M + N)
Gartner
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A consistent, integrated approach to governance and planning enables organizations to take a cohesive approach to the execution of business strategy. It incorporates a number of typically distinct management domains (such as EA, governance and IT service management) as well as typically distinct disciplines (such as portfolio and project management) into one holistic approach that provides coherent outputs for a variety of operational disciplines, such as enterprise information management and business process improvement. Organizations that follow this integrated approach will enjoy better return on IT investment and the chance of greater success in IT-enabled transformation efforts because technology dependencies will be addressed in a common, unified manner. 
In short, this management integration provides an approach for identifying, coordinating and integrating potentially competing responses to business strategy.


: What Business Leaders Must

Bring to the Table

* Articulate Actionable, Measurable Objectives
» Create and Participate in Appropriate Governance Mechanisms
» Orchestrate Change and Enforce Accountability
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ldentifying Strategic Imperatives and
Executing Against Them Gartner
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Key Issue: What is fractured execution, and why is it a problem for business and IT? 
In theory, a business strategy "defines an organization's environment and describes its goals, objectives, major programs of action and the resource allocation choices required to execute them." In reality, most enterprises explicitly and implicitly encourage leaders to optimize their own profit centers, operating units or functions. This is the historical legacy of business. Unfortunately, business leaders do not always articulate the business strategy in a way that is unambiguous, measurable and actionable. Even when they do, the response from various functions is to formulate independent strategies based on their interpretation of enterprise objectives. Typically, this comes to a head in the portfolio management process, which is inundated with a large number of projects, all labeled as strategic and all competing for a finite number of resources. The portfolio management office does its best to arbitrate between these competing requests, but the process is inevitably reduced to political maneuvering. In this chaotic environment, everyone loses — but the CIO and the IT organization are particularly at risk. Not only is IT in the position of trying to fulfill the requirements of many masters with competing interests and agendas, but critical infrastructure projects are also particularly difficult to support, as they cannot easily be tied to a discrete set of requirements. On the flip side, the CIO is in a unique position to enable integrated strategic thinking across the enterprise because many of the affected components, including enterprise architecture, portfolio management, program management, IT service management and business process improvement, fall within the CIO's span of influence — if not directly within the span of control.
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Key Issue: How can a unified (business, EA and IT) approach to strategy increase business impact? 
The business strategy is the organization's vision of the future. There are three domains it can affect: those of supply management, demand management and internal services. Within these basic domain categories, there is a finite set of potential drivers that will determine success. Each of them, in turn, can be improved or assessed across half a dozen or so " primes" — that is, leading indicators of whether the strategy is likely to be realized or not. By using such a model, enterprises make explicit what they want to change, how they want to change and how progress will be measured. This creates a system that forces the functional entities engaged in strategy execution to use a common set of assumptions and an agreed on set of implications. This is the basis for integrated execution of strategy. 


* Use The Gartner Business Value Model/for

Management Coherence

Portfolio
Management

establishes
priorities and
allocates
resources
against the
three strategic
domains within
which an
enterprise can
effect change.

Project Management

ensures discrete initiatives successfully deliver the
specific performance enhancements (as measured by
changes in leading performance indicators) necessary
to achieve desired business outcomes.
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Key Issue: How can architects lead a unified approach to strategy and what tools can they use? 
"The Gartner Business Value Model: A Framework for Measuring Business Performance" (G00139413) is a performance metric providing a common language by which senior business executives and middle managers communicate. It helps translate high-level strategic positions into the tactical activities — extending, rather than replacing, standard financial metrics. The Business Value Model is made up of leading indicators of financial results, the cause-and-effect relationships between the metrics are documented, and the relationships between metrics and the income statement or balance sheet (depending on the metric) are quantified and documented. Each measure breaks down into "prime measures," which are behind each aggregate shown. Above are the prime measures for sales effectiveness, customer responsiveness and IT responsiveness. All metric calculations are defined in the Business Performance Framework reference model, which is used to reduce the time and risk of identifying, building and managing integrated sets of activities needed to execute a strategic position. Combined with core strategic management disciplines such as portfolio, program and project management, this framework helps leaders define the integrated set of activities required to execute a strategic direction, then prioritize those activities and measure the outcomes to ensure a coherent approach to execution across functional areas of the business and stages of planning and execution.
Action Item: Compare your organization's broadly used operational metrics to the standard metrics that can be benchmarked in the Gartner Business Value Model, noting gaps and overlaps.


Make Strategy Explicit

A business strategy Is best expressed as the
answer to five simple guestions:

&
p

1. What do we want to do? D .

(What is our business?) A strategy articulates
2. Who do we want to do it to? & vislei ol el

(Who are our customers?) objective and bounds
3. Where do we want to do it? the options for

i i P e .

(What is our geographl.c reach?) attaining it.
4. When do we want to do it? -

(What time frame are we talking -~/

about?)

5. How do we want to do it?
(Five or six bullet points that
define how we are going to

achieve our goals.) Gartner
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We often hear that companies lack a business strategy. This is rarely (almost never) true. The business always has goals; there is always some definition, implicit or explicit, of the best way to achieve those goals; and there is always some means (often in the compensation structure) to encourage management and staff to behave accordingly. Very often, business strategies are not well-articulated internally. If you are working for a publicly traded company, you will find the business strategy well laid out in the investor relations portion of your Web site or in your annual report — your management knows that, if they do not tell the markets in clear fashion what their goals are and how they intend to achieve them, then no one will invest in the company. If you are working for a privately held company, a nonprofit or a public-sector entity, it may be more difficult to find your business strategy, but somewhere there is some documentation that articulates your strategic direction. In its simplest form, the business strategy consists of the answers to five simple questions. What does the company want to do? Who are the target markets for the goods and services that the company provides? What is the geographic scope of the strategy? What is the time frame in which the company wants to accomplish these goals? And, most important, how does it want to accomplish these goals? What are the things that the enterprise will do differently tomorrow to be more successful than it is today?


B My Enterprise Doesn't HAVE a

Business Strategy

Yes, It Does

At the end of the day, the important part of the business
strategy is the four to six things that the enterprise wants to
do differently to be more successful:

e Target high-growth markets

« Attract high-value customers with comprehensive online services
* Deepen the customer relationship
« Grow through mergers and acquisitions

A strategy articulates a vision or objective and bounds
the options for attaining it.

Gartner
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Key Issue: What are the key elements to strategic alignment, and what are the roles of EA and projects?
We often hear that companies don't have a business strategy. This is rarely (almost never) true. The business always has goals; there is always some definition, implicit or explicit, of the best way to achieve those goals; and there is always some means (often in the compensation structure) to encourage management and staff to behave accordingly. Very often, business strategies are not well-articulated internally. If you are working for a publicly traded company, you will find the business strategy well laid out in the investor relations portion of your Web site or in your annual report — your management knows that, if they do not tell the markets in clear fashion what their goals are and how they intend to achieve them, then no one will invest in the company. If you are working for a privately held company, a nonprofit or a public-sector entity, it may be more difficult to find your business strategy, but somewhere there is some documentation that articulates your strategic direction.
In its simplest form, the business strategy consists of the answers to five simple questions. What does the company want to do? Which are the target markets for the goods and services that the company provides? What is the geographic scope of the strategy? What is the time frame in which the company wants to accomplish these goals? And, most importantly, how does it want to accomplish these goals? If your business strategy is not explicit, do not go to management and ask them what it is. They will either evade the question or be seized by an uncontrollable urge to hire expensive management consultants to produce very dense slides that no one can understand. Try to articulate your business strategy using the five questions above. Then go to your management and get them to validate your articulation of the strategy.
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Key Issue: How can a unified (business, EA and IT) approach to strategy increase business impact? 
It's not enough just to have an integrated strategy. That's just planning. Integrated strategy is important because it provides the common objective criteria for making decisions. The results, however, will only be seen in the execution. Effective governance and portfolio management are critical components of an integrated strategic management process. Unfortunately, most enterprises lack appropriate governance forums, a consistent initiative evaluation framework and coordinated portfolio management. In many respects, this is a vestige of a 20th-century management convention that promulgated the notion that lines of business should function largely independently. The idea of enterprise-level collaboration is a relatively new concept, made necessary by evolving business strategies that leverage shared processes, information, technology and relationships. Where do governance and portfolio management fit in this overarching management process model? Governance provides the forums and rules of engagement by which information will be shared and conflicts resolved. Portfolio management is a critical capability for resolving the most-common conflicts — those of resource requirements. The common thread that pulls all of these efforts together is the application of a common set of metrics that are used to identify, build and manage the integrated set of activities needed to execute a strategic position. 
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When it comes to executing against strategy — or more often, the failure to do so — there are generally two factors involved. The first has to do with the fact that business goals and strategies are often NOT articulated — at least not in clear, actionable, measurable terms. When this happens, critical functional disciplines must extrapolate. Because they have different perspectives and drivers, these independently interpreted goals inevitably proceed on separate trajectories. When different trajectories are pursued, interdependencies are not addressed. The second pertains to the fact that most organizations have created competency centers around things such as enterprise architecture, portfolio management, program management and business process improvement, but they are organizationally disconnected. Yet, their success depends on tightly coupled processes. Most enterprises fail to recognize these interdependencies, so each discipline is an island unto itself. When each is also left to extrapolate the enterprise strategic intent and pursue its own agenda, collisions inevitably occur at handoff or transition points. The result is a "who's on first" debacle of conflicted priorities made more difficult by the inevitable instinct of leaders to protect their turf. At this point, the strategy fails. In contrast, we offer a suggested approach for developing a consistent view of strategy and an integrated approach to execution planning that ensures all the functional entities impacted by a strategy are pulling in the same direction.


Create a Common Requirements Vision

e Conduct environmental Business Strategy and
trend analysis. Environmental Trends

* |dentify business strategy. ‘

- Validate the most important e ﬂ
strategies.

« Ask guestions about the intent \ ,

of these strategies to identify
needed changes to processes, IT
and solutions.

!

 Articulate strategic requirements to
satisfy business strategies.

 Validate strategic requirements.

Gartner
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From the business strategy, the common requirements vision allows you to define several different requirement types, including the following:
• Business change requirements (BCRs) describe what must change in the business operations (processes, relationships, organization, structure, business model and so on) to achieve business strategies. For example, develop an e-channel for product sales and distribution.
• Business information requirements (BIRs) describe what must change in terms of the production, use and management of information to achieve business strategies. For example, provide an integrated view of customer information.
• Information technology requirements (ITRs) describe what capabilities technology must provide to achieve business strategies. For example, securely extend your network and application access to preferred suppliers and customers.
• Business solution requirements (BSRs) describe the solutions required to satisfy the business, information and technology requirements as integrated solutions to achieve business strategies. For example, allow customer service representatives to view actual product inventory levels during order entry and maintenance.
Action Item: Include risk and compliance considerations in the EA requirements.


® An Example of a Common Requirements

Vision

Enterprise Business Strategy
EBS 2: Deepen the customer relationship
EBS 3: Attract high value customers online

Business Change Requirements Business Information Requirements
BCR 3: Institute account management process for BIR 4: Provide real-time access to customer repords across different back-
high-net-worth individuals and personal end_ systems to proylde a single, colnsolldated view qf a customer,
bankers ¢ > their family and their businesses, with customer opt-in compliance.
BCR 4: Develop strategic cross-selling sales BIR 5: Value measurement of customer access channels
campaign BIR 6: Enterprise management information
BCR 5: Develop corporate commitment for ensuring
data quality.

Information Technology Requirements

ITR 3: Provide centralized, role-based internal access to network, systems,
applications and information

ITR 4: Provide access and support for operational systems 24/7

ITR 5: Provide the infrastructure, processes and data management to support adaptive
and rapid deployment of online services

ITR 10: Ensure that the processing load generated by Bl and noncore data usage will
be offloaded from real-time transactional production systems to ensure
maximum efficiency, processing speed, maximum business efficiency and the
best possible customer experience.

\ 4 4

Business Solution Requirements
BSR 1: Implement a single customer information store
BSR 6: Implement customer value analytics
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In the Bank XYZ example, we identified a number of enterprise business strategies (EBSs) that support the growth objectives of the business. The bank is choosing to pursue a customer intimacy strategy to attract and retain profitable, high-worth customers. To do this, the bank will need to institute a number of new processes and campaigns to provide high-end customers with the services and information they need to make Bank XYZ their one-stop source for all their financial services needs. This will also drive changes in the types of information that the bank produces and consumes, including information about customer profitability, as well as changes in how that information is accessed. There are changes in technology requirements, too. The bank will need to provide world-class online services for a superior customer experience with a high degree of security and confidentiality. Finally, a number of initiatives will need to be undertaken, including the creation of a single customer information store and the development of customer value analytics systems to identify profitable customers who can then be provided with a higher level of service.


EA Contributes to a Holistic View

* What end-to-end
Gusiness Conte, . business processes
| | should we have?

* How might we
harmonize similar
business processes?

 How should information
flow?

* How might information
be better shared?

TN  Can we reduce the
o ~—> ! ;
..H_" redundant applications

and technologies?
Gartner



Key Processes in an EA Program/

AT Business Strategy-
. Environmental Trends

Architecting

Develop Develop
Reguirements Principles

Future-State Architecture

Closing
Govern and Manage the Gap

Organize Architecture Effort

Current-State Architecture J

Gartner
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Key Issue: How can EA be linked to project management?
EA is the bridge between the business strategy and its implementation. Gartner's approach to the development of an EA calls for an analysis of the business environment, external drivers and the business strategy. Analysis of these factors gives insight into critical success factors and key performance indicators for the business — providing the overall context for the EA.
The first step in the development of the future-state architecture is to organize the effort, ensuring that the scope of the EA and the charter of the EA team have been well-articulated and socialized. This is also a good opportunity to assess the readiness of the organization and the capabilities of the architecture team to ensure that there is no mismatch between scope and capabilities.
A future-state architectural vision is developed through a process of defining requirements (visioning), developing principles (conceptualizing) and building models (modeling) at various levels of abstraction. This is followed by documentation of the current state (to the minimum level of detail required). Finally, a road map is developed that defines how the enterprise will evolve from the current-state to the future-state architecture. The evolution is achieved through a governance process and structure, which ensure that the decisions of the EA team are acted on as new capabilities are built and new investments are made in technology. This governance process must be integrated with the system development life cycle used by projects.


Link EA to the Common Requirements Vision

e Trace each EA deliverable
back to one or more
requirements

« Facilitates appropriate
business decisions on waivers

e Demonstrates the benefits of
EA
- Effective communication if the

hallmark of successful EA
programs

- EA’s contribution to the
Implementation of the business
strategy is a critical element of this

Gartner



Use EA to Reduce Costs I+

* EA provides the holistic view to
better anticipate the ramifications
of proposed cuts

* Reduce the diversity of
Information, applications &
technology

- Negotiate deeper discounts with
vendors

- Reduce the number of support staff
- Make developers more productive

- Reduce the amount of storage
Gartner



Action Plan

v Identify your enterprise’s actionable business
strategy

v Ensure that there is a coordinated response to
strategic intent.

v'Use Gartner’'s Business Value Model to
coordinate responses to strategy, prioritization
of activities and measure the results.

v'Use governance to build a coordinated
approach to integrated strategic planning and
execution.

Gartner
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